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FOREWORD 

Following pages are thoughtful reflections by nine commanders 
recently finishing division command. Not a “recipe” for success but 
rather the fruit of years of experience . . . they represent a valuable 
point of departure for both practitioners and students of the art 
of command. “Must” reading for incoming and incumbent commanders. 
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EXPERIENCES IN DlVISION COtWAND 

PREPARATION FOR COWAND 

“If I had to do It all over agaln, I think that I would have 
Isolated time for myself to have done some Indepth readlng on the 
Infantry. I didn’t realize until I got there, although I have 
been an Infantryman al 1 my 1 lfe, but there Is a wealth of 
Ignorance out there about the Infantry and about how the Infantry 
Is suppose to operate. I thlnk It Is one of those thlngs we al 1 
assune we knew, and yet when you get rlght down to It, what Is the 
Infantryman suppose to do In thls sltuatlon? Everyone has a 
dlfferent oplnlon.” 

“1 would have preferred to have had more language tralnlng. I was 
reasonably proflclent In German before I cane here. I knew many 
of the German officers who are nm leadlng the German Army on a 
first name basls. Obvlously, the more that one speaks a language 
and can understand, particularly In coal It Ion warfare, hls 
neighbors on hls left and rlght flank, the better he Is golng to 
do hls job.” 

“1 was particularly anxious to vlslt the Infantry School and the 
Armor School. My background generally has been Fleld Art11 lery, 
so thls gave me an opportunlty to update myself not only on 
equlpment Items that I had not seen when I was Asslstant Dlvlslon 
Comnander, but al so to look Into the future and be able to plan 
better for the lntegrat Ion of new equl pment I terns .” 

“I thlnk I would spend a llttle nmre tlme, If 1 were caning to 
Europe, perhaps wlth the NATO headquarters gett lng the1 r 
perspectives on NATO doctrine. Indeed, If we fight here In 
Europe, we’re golng to flght as a coalltlon army. It’s very 
Important that we understand how our nelghbors see doctrine for 
flghtlng here In Europe.” 

” I would recommend that a d I v I s I on cannander who has not had any 
lnstallatlon management experience go to a loglstlcs management 
course flrst, at Fort Lee, then spend two or three days at a 
TRADOC lnstallatlon and at a COWS lnstal l&Ion whet-e you have a 
dlvlslon conmander duel-hatted as a lnstallatlon curmander.” 

“I dld have them stick a funnel In my ear In DCSOPS on all the 
read lness 1 ssues before I came down, and 1 had looked at those 
Issues. I understood what they were. I understood what the 
phllosophy was of trylng to bring all the unlts fra-n C-4 to at 
least a mlnlmm C-3, and moving equipment around and so on. But I 
have to tell you that that particular Interest was not hlgh on my 
llst as a dlvlslon comnandar as far as relatlng to unlts belng 
c&at ready or not cambat ready.” 



“I would go to the National Tralnlng Center every opportunlty I 
had. That Is the place where you can see rmre than anywhere else, 
and where I 1 earned, real 1 y, more than anythlng else about the 
tralning of the dlvlslon, and looklng at where you can see the 
dl f f erent weaknesses, or the strengths and weaknesses of the 
Dlvlslon. The Natlonal Tralnlng Center, by virtue of me belng 
free to roam the battlefleld, and to be able to look Into any 
facet of the operatlon wl th as rmch detall or depth as I felt 1 
wanted, I thought It was very helpful In tralnlng the Dlvislon. 
In fact, after the f I rst NTC rotatlon, in November of 1985, I was 
really able to cane up wlth a tralnlng strategy and to see what 
needed to be done In the trainlng envlrorment.‘l 

“There’s a new canmnd post fleld circular out, 71-6, which I have 
made the blble for the Dlvlslon. I have told them that everythlng 
In the Dlvlslon wlll be done eccordlng to thls circular -- all the 
cmnd posts and so on, so that we have a standardlzatlon. The 
polnt Is, as I went Into 1 t and polnted out, In that particular 
circular It says that In the tank battallon the flre support 
officer wlll rlde In the loader’s hatch of the battallon 
cum-mnderls tank, and wlll displace the loader, who wlll then go 
In the flre support officer’s vehicle. We knm frcm three MC 
rotations that thls doesn’t work. it Is not a workable system. 
We’re now In the process of looklng for one that is. But before 
we developed it, and rejected It, we had tried it and tested It. 
So I would say to the Dlvlslon Ca-manders caning In, flrst get 
Into the doctrine and understand it because more than llkely your 
people wlll have gotten It In school. If you cane In wlthout 
havlng read it, and try to do a lot of changes WI thout havl ng a 
full understandlng of It, you’re golng to cause confuslon and 
turbulence.” 

“I would study the loglstical operations on the battlefleld, 
because I found that ccmnand and control, lntelllgence, and 
loglstlcal operatlons are generally the places where your maneuver 
forces are the weakest. You don’t usually have any problm wlth 
your maneuver forces employing curbined arms, tanks, Infantry and 
so on across the battlefleld. They understand that well.” 

11 
. . . I went to a lot of brief lngs and stuff up at the Pentagon 

that were Just at the wrong level to be of any help.” 

“For those cam-mders who are yolng to dlvislons where they also 
double as the installation comnmder, I would say that preparatory 
effort particularly In the DEH area, In financial management, and 
In contracting would be a big assistance to them. These are all 
areas where I thought I was on shaky ground lnltlally.l’ 

“1 would counsel prospective division comnanders to really be 
fmlliar with the 25 serles. These are good docunents. There Is 
no need to develop your own way to do It.” 
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“The blg pltfalls for me, and I thlnk the steepest learnlng curve, 
were In the DEH drea, In flnanclal management.” 

“The camrander Just has to know the buslness of money. You cannot 
rely purely on your subal terns. You have to g I ve the gu ldance on 
money and you have to kn&v the I ntr lcac I es of money In order to 
know how to move 1 t about and how to manage It. Even though 
you’ve got technlcal experts, It Is stlll a comnander’s 
responslblllty. Clvlllan personnel Is one of the most crttlcal 
areas we have on an Install&ton wlthln a dlvlslon such as thls. 
We employ upwards of 3,000 and thelr morale -- understandlng the 
personnel regulatlons -- we are always In a constant RIF or 
changing of the CEL. If you don’t understand that, It Impacts on 
the morale of the work force.” 

II 
. . . We concentrate prlmarlly on the Fleld Circular 25-100, 

which lncldently, 1 thlnk Is a terrlflc docunent. I would 
recurmend to every dlvlslon carmander to get a copy of that early 
on, and probably even before he goes to dlvlslon cOTTmand.” 

“We have to be very careful hew we spend too rmch t lme preparing. 
I’ve prepared to be a dlvlslon corrmander since I was a captain, 
company carmander . We spend a tremendous amount of money, t lme 
and other resources sendlng everyone to these pre-conmand courses. 
I’ve had sane of my officers leave here and they are out of pocket 
In the job that they’re supposed to be dolng here SIX months In 
advance of gol ng to take an av l at Ion curmand sanewhere. If these 
men and women aren’t prepared to go c omnand, and can’t get a week 
or tm’s Instructlon, and get It done, then I feel sorry for 
them.” 

%4hlle you’re preparlng yoursel1-, your wlfe needs to get some 
attention, too, because they have some blg responslbllltles ln the 
comnunlty, In the dlvlslon, and so forth. So all of those thlngs 
that I talked about that 1 needed to prepare, you ought to do as 
many of those wlth your wlfe as you can so she can also get a feel 
for It and prepare for It.” 

3 



LEADERSH I P 

“I thlnk a dlvlslon ccxrmander only does two things that really 
count. One is to provide the dlvlslon a sense of dlrectlon that 
has everybody pull Ing together. And then, secondly, provide the 
climate that prcxnotos the galnlng of those goals. You nust 
provlde the motJvatIon and the comnand climate that encourage and 
motivate everyone to pull together. If you do that, If you tell 
the dlvlslon where Its supposed to go, and you create the 
atmosphere that makes everyone want to go there, you can’t fall . 
I don’t knew what else a dlvlslon conmander really does that 
counts.” 

“At the dlvtslon level, because It’s so dlverse and so removed 
from the soldlers, you have to be careful of perceptlons. Runor:. 
and mlslnformat Ion can get out. Probably once a week I would find 
something that was belng done because sunebody thought the CC, 
wanted I t done. It was the last thing 1 wanted done!” 

“A dlvlslon ccnmander who Is In the transmit n-ode all the time Is 
going to end up In trouble.” 

“The great tendency, when you beccme a senior leader, Is to thlnk 
that everyone Is enamored by your kmledge. They al 1 laugh at 
your jokes. They all llsten pal Itely. They can’t. help 1 t, they 
have to. So, you are tempted to thl nk, ’ I must real 1 y be good. 
They’ re al 1 just dy Ing to hear what I say. ’ That’s not true. 
They want to hear what your pal lcles are, but they’re dylng to 
tell you what they thtnk. So, you have to work at that .‘I 

“I spend about half of each day In the field. Thts Is not a 
formal program. I look at what Is going on and I go out and look 
at It and Just either pop In on whoevor I s out there and spend 
sane tlme wlth them. Very seldom do I tell them I’m coming. It’s 
not Intended to be an ’ I got you’ ; It’s Intended to be ‘I have 
trust and conf ldence In you and what you’re doing out here. I ‘m 
not caning to check up on you; I ‘m ccmlng to work wlth you. ’ I 
think that is pretty well permeated throughout the cannand that no 
one Is concerned that the CG is caning. You can have a very 
dfsfunctlonal effect if the CG goes to the fleld once every other 
week for a day and It’s all planned out, and he’s got an Jtlnerary 
and everyone Is wal t Ing for the CG to cane. I try to spend my 
time wl th the battal Ion commanders and I use this as the time to 
mentor, coach, talk, and make sure that they have my confidence In 
what they’re dolng and how to do It. I 1 Ike to get around a lot 
of the company camlanders -- work with them, talk to them, look at 
what they’re doing. J might spent two or three hours wlth a 
slngle canpany If they’re In a very crltlcal task, J’ve learned a 
lot fran them.” 



“The canpany cannander who wal ks into hi s orderly roan and there 
Is a cigarette butt on the floor, a couple of NCOs sitttng around, 
and he walks by that cigarette butt wlthout doing anything about 
it -- he has just set a new standard: ‘One ctgarette butt on the 
floor 1s ok/ 

“Telling a comnand sergeant major that he% running something 1s 
wrong. He has absolutely no one else to help him. He has no 
staff; he has nothing but hls drlver. He can go 1 ook at thl ngs 
and that % what he does; check and help and gulde and do those 
kind of things. But he has no one to work for h lm. So when we 
say the command sergeant major’s in charge of the individual 
training program, we’ve just managed to put that in a category 
where It Is going to fail. Not because of the comnand sergeant 
major, but because he doesn’t get the assets.” 

llYou have to be very careful what you say, haw you say it, the way 
you say 1 t; because everyone wants to do things which you want l 

To overcome that, you just keep your mouth shut for a whi le so 
that you don’t have the Chief of Staff calling and saying, ‘green 
socks tanorrm’ type things. Then when you do start 1ayIng out 
guidance, Its been worked with the staff and people have had a 
chance to Input to it and that there is a feel ing of ‘he’s 
building a team? 

“There have been some times when I %e had to s I t down w 1 th a 
comnander or have been talking to them in the field where I let it 
be knc~ that I didn’t think they were energized sufficiently or 
energizing thelr organlzatlons sufficiently to get on with things. 
There have been other cases where I’ve had to talk to them. Thls 
Is an area you have to be careful -- on ml 11 tary Justice where I 
thought they were slcamnlng people wlthout dlscretlon.” 

“1 thlnk the subordlnates who want to know exactly what the 
prlorltles are and exactly what I want them to do will never be a 
successful combat comnander to any great measure. There has to be 
-- and in talking to them -- you find they have a phflosophy of 
comnand or they are waiting to have everything laid out for them 
on a lfttle matrix that they can check off and say, ‘You told me 
that was Important, I’m doing that no, see,’ rather than saying, 
‘It’s Important because I knew it% important.’ The subord I nate 

who ctt times displays an irrational thought process will never 
make It in con&at. Irrational behavlor: ‘This is the year of 
values so, therefore, I’m going to build trust in my unit and I 
Just took th e oc s off al 1 the doors? 1 k 

“I have not dfrectly relieved any corrmanders during my time of 
conmand. I’ve had one battalion con-rnander who resigned and that 
was as a result of a choice I gave him of ‘Either juti] Gne 
division or go some place where you can bitch and criticize on 
someone else’s time.’ It turned out -- and I didn’t kn~ this at 



the time because It cane early on in my command, J didn’t even 
knew anything about the guy and he shaws up In the office and 
writes me letters and all the rest of it. Then I found out after 
he decided to retire that he had set OR rates in his unit -- it 
happened to be an avlatlon battalion -- that were Impossible. You 
can’t have 100 percent of your- choppers up 100 percent of the 
time. So he had people work1 ng weekends and nl ghts, abus 1 ng them 
as far as tryrng to get things that weren’t there.” 

‘*We think the most powerful con-bat multlplier on the battlefleld 
is leadership.” 

“In the f lnai analysis, when I task organize a brlgade to fight in 
1 ts general defense plan 1 t ends up with a slice of everything 
that the Divlslon owns. Because it does end up wlth a slice, the 
brigade comnander has to have, in essence, about the same depth of 
technical competence that the Dlvlslon comnander does. So the 
levels of technical ccmpetence are about the sm. The planning 
horizons may be a little longer at divisiot=P 

“We call the young officer in, assunlng he’s a canpany ccmmander, 
the brigade commander calls him in after he’s talked to the 
battalion commander and both of them interview him and say, 
‘Captain, here’s why you’re not making It as a company carmander, 
and here’s what you have to do i f you * re go1 ng to 1 ead a company 
in thls division. I’m going to assess you again in 30, 60, and if 
In 90 days you haven’t corrected these shortcomings, we’re going 
to change your job for you. 1 That’s the klnd of eyeball to 
eyeball contact that I expect. I make sure that the objectivity 
and specificity 1s there. Ahout half the time we keep the captain 
aboard. I’ 

“1 don’t think you can separate on and off duty conduct. I don’t 
think you can say, ‘Yes, he’s had three DWIs, and yes, he beats 
his wlfe, and yes, he’s doesn’t take care of hls kids, but he’s a 
good soldier. t I don’t think that’s true. I think If he does 
those things, he probably does his soldlerlng the same way. If 
you can’t take care of your f’mi ly or your own personal 1 lfe, I 
really question If you can be totally effective in taklng care of 
your soldiers.” 

“Start work at a decent tlme. Let’s serve breakfast from 6:OO to 
7:30. You need 90 mlnutes In the consol idated dlnlng facll lties 
that we have today to get through it. Allow soldiers to eat a 
decent breakfast and have a decent time to do it, without havlng 
to gulp it dcwn and run to the first formatlon that the first 
sergeant calls. Start your work call at 8:00 or 8:30. Start that 
work Cal1 at a decent t ima and have P decent program worked out 
throughout the day to get the job done, and then stop at a decent 
time. Now, you can’t stop at a decent time if you have four or 
five meetings a week with the meeting occurring at 1500 in the 
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afternoon and doesn’t get over untll 1700, and al 1 of the NCOs In 
the battalion are waitlng with baited breath to get the results of 
the msetlng. The best th I ng you can do I s f 1 gure out hm you can 
do things smarter-, quicker, better, and in less time. Instead of 
hav I ng five meet lngs a week, have one. Have 1 t maybe on Tuesday 
mOrn I ng at breakfast, have al 1 the key leaders there, and get the 
Job done. I1 

“1 think, probably, one of the most difficult thlngs is when you 
have two years to comnand you need to come up with your philosophy 
of camrand r 1 ght off the bat. You need to knm what your 
philosophy, guldance, tralnlng, and everything Is. Put It out to 
your people and keep It that way, without changing it.” 

“I guess there is good and bad about announced or unannounced 
lnspectlons and so we are st I1 1 golng wlth the announced IG 
Inspection. We’re dolng it a 1 lttle blt different, though. When 
1 flrst got here In the Dlvlslon we were going down the regular 
old IG Inspectlon at the battallon level. But m, we Inspect 
from dlvlslon level to brlgade. We take a sl ice and inspect down 
through battalion and company. I think it% the responslbllity of 
each successive headquarters to look at that headquarters belaw 
them. So, we look at brigades. Naw we go look at battallons and 
canpanles, but we do 1 t just to see 1 f the br lgades have been 
dolng their Jobs In looking at battalions, and battalions are 
doing thelr Jobs In looklng at ccmpanles, and we teach the same 
way. The DA IG camtf dm and went through our inspection program 
and said that It was closer to what the Chief was looking for then 
wt=hf, and I think they lntegrated It Into the IG school m. 
It’s working very well for us. There is a degree In which an 
unannounced 1 nspect Ion al so has a good ef feet . So, we went with 
the una nnounced inspectlon where we primarily look at maintenance, 
the chemical ; it’s all hands on type stuff that we have them go 
out into. We have them go out into quick reaction drills and 
things along thls line, My purpose, quite frankly, Is that 
division cannot get around to the nLnlbers of companies we have as 
often as we need to get around to them for unannounced 
tnspectlons. Since I started the unannounced inspect ions, 
br I gades and battallons are start lng thelr unannounced 
Inspections, too. That’s real ly what I wanted them to do in the 
beginning.9t 

“The carmand sergeant maJor of each of the units briefs me on the 
indlvldual tralning, because we try to emphasize the fact that 
that’s sergeant% business.1f 

“1 have told my hlgher cmnder, and I feel very strongly about 
this, that 1 WI 11 tell him the very honest truth about everything 
that happens, regardless of whether it’s good or bad. If I need a 
do1 lar to do a Job, 1’11 ask for a dollar, I won’t ask for two 
dollars figuring that he’s going to cut me one. I think it’s 



extremely Important to establ lsh that, not only .Fran me, but to 
establish that throughout the whole staff, and for your lower 
conmands as we1 1 as your higher conmands. You have to coma to 
gr I ps WI th that and you have to make sure your staff understands 
it. That’s the way we try to work wlth Corps and I think It has 
paid dlvldends. Now when we talk to them, they be1 levo us. They 
don’t think we have a hldden agenda for any typo.*’ 

“About every month I brlng in about 15 company comnanders and we 
just sit around and talk about. varlous things. And about every 
month I bring In four or five bettal ion comnanders and we Just slt 
around and talk. Almost every morning I bring in sune soldier 
from a dlfferent battalion In the dlvlslon and we sit here and 
talk for 10 or 15 minutes.** 

**Time management at the division level 1s Nash more difficult. I 
don’t know If there’s anything to this or not, but I do about 20 
percent of what I really think J ought to be doing. There are so 
many other things that I would 1 Ike to be doing that I don’t do 
that nxlch, so I try to keep a percentage of it, and my Chief trles 
to keep a percent to see whether I’m doing more or less and we try 
to balance It off. I think at the division level If you are a 
centralized person you cause a lot of problems. You can be more 
centralized at battal Ion and brlgade because the 1 lnes of 
comnunlcatlon are shorter. Jf you’re centralized at division 
level you have a big problem, and it causes a rmch blgger problem. 
I’m a big bellever in trying to give guys general guidance and let 
them run with It the same way they would do In war.” 

*‘After the company commander has been there for a perlod of tlme, 
whether 1 t* s a month or two months, or whatever, then the 
leadership Is required to go dawn and glve him a inspection. What 
It does is shw him what’s important and shows him the proper 
standards. Plus, it gives him a better feel for where his canpany 
is strong and where It * s weak. It* s a very non threatening type 
of thing, hopefully -- that’s what we’re trying to make it. Tf-Y 
don* t come up and tell me, or anyone else, what the results of 
that inspect ion are. I don’ t want to know what they are. It’s 
total 1 y for that ccmpany conmander .** 

**The ADC does not constitute a separate echelon of carmand between 
me and my major or subordlnate commands.** 

“Every battalion carmander and above that departs the Dlvlslon I 
bring In, slt down, and basically ask hlm two questions. One is: 
‘What in your opinion is going well In the Division and what Is 
going not so well?’ The second quest Ion Is: *What am J dolng 
personally that has made the job more dlfflcult, or what have I 
done to assist you so I need to continue to do that?’ In the exit 
briefing I talk about two percent of the thne and he talks 98 
percent of the time.** 
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**My only surprise was the reallty as a European hand at being in 
the continental United States in curmand and havtng everythtng 
right here on one lnstallatlon; and the time-distance factors to 
where you can see every brlgade and every battalion withfn an 
hour. That was somethlng I had to guard myself agalnst because 
the temQtatIon Is sumwxl everybody, and you have to Just pretend 
that they really do 1 lve 25 miles away or else you won’t allm 
brtgade and battalion comnanders to be In ccmnand. Too easy to 
central ize.** 

**When I got to brigade, I could see every unit doing scmethlng 
about once a Wekj and here, if I *m lucky, I can watch every unit 
doing sanethlng about once a quarter. So, yw have to manage by 
systems when you’re at the divlsion corrmand level and yw have to 
sample. Anybody who writes In the efficiency reports that they 
see thelr batta’l ton comnander dally, is kiddtng the troops. I 
don’t see my battal Ion comnanders daily. I *m 1 ucky to see them 
once a month. So, I have to look for trends and systemic things. 
I do know my battal tons, obvlwsly, and what thetr strengths and 
weaknesses are and I have systems In place, through staff and 
assistant divlsfon commanders, to measure their output, but what 
you have to do is to exert a great degree of patience when you are 
a dlvtslon ccnmander.** 

**The hard part about it Is to make sure your leadership Is never 
oppresslve, I s never overbear 1 ng, and that you * re never perce lved 
to be dolng anythlng for your awn self-aggrandizement. That Is 
very dtfflcult and I would say that I was never as successful In 
this as J would like to be. It was scmethlng that 1 continually 
had to work on for a variety of reasons. You WI 11 make mistakes 
yourself, in timing, of where you are, what you’re doing, Your 
subordinates wIl1 sometimes misinterpret what you say or be a 
little bit too eager to lnst 1 tute things that you do. The 
toughest leadurshl p chat 1 enge 1 s to make sure that you protect or 
proJect the Image that you want to project, and an honest one, not 
a store bought Image, or something that you’ve dread up or that 
you’re trytng to dramatlze, but to make sure that you* re coml ng 
across as you actual ly are.** 

**Guys that are worrled about themselves try to control everything 
and pass judgment on everythl ng that happens. They will be good, 
they won’t ever do anythlng wrong, but they won’t ever get real 
qcmd . A guy that decentrat izes believes In his people and they 
knahl that they believe In him, his curve will go do. He will be 
less proficient for a while. Then he * 11 go up and he* 11 pass the 
other one and he ~111 just keep going.** 

**J don’t know anyone who can run a division by htmself. The 
division runs well If you have good people to run It for you and 
you glve them support and confidence that cause them to feel good 
about thmselves. I really got to the polnt where I developed 
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people to a polnt I thought they dldn’t really need me. It klnd 
of makes you feel bad, but they didn’t even really need me around 
because they did what they had to do and got after- it .‘I 

“I found out it gets more and more dlfflcult to be a good leader. 
I hate to use that old cliche of General Abram& but it’s 
certainly true that the further up the flag pole you go, the more 
your ass shows. I really dld some dunb things, I wasn’t a good 
1 eader, scmletlmes lousy. I found out that you’ re a lot more 
visible. People look at you a lot more. But I al so found out you 
can still be open and honest with your subordinates. I also found 
out you can 1 lsten to your soldiers and talk to them and st i 11 
have enough time to get everythlng else done. The fact 1s you get 
a lot mOre time to get things done if you do 1 Isten to them.” 

“Be real . Don’t be a phony. l-et your ml stakes shm If you make 
them. Don’t overreact. Don’t let your ego get in your way. 
Treat people 1 i ke you would 1 I ke to be treated and they respond a 
lot better. Understand that you’re not any better than they are.” 

“1 think that divlslon comnanders ought to keep It slmple and 
strafghtforward and general fran their level. If you start trying 
to get too precise at division level, then you find that at each 
succeeding level below you, people add on unt 11 you get down to 
the point that the ccmpany cannander can only react to what the 
higher comnanders tell him to do.” 

“I felt It was Important to keep company commanders w1t.h the1 r 
cunpanies, to keep battal Ion cumnanders wfth thelr battal Ions. I 
made a declslon to make the cutoff point there. I did load my 
brigade commanders with a lot of extra thhqs. I rmde them get 
Involved in the running of the post and the runnlng of our 
carnxrnlty. But I tried to keep my battal Ion cmndors free of 
all that and to leave them as the primary trainers. I would leave 
the company commanders doing their job.” 

“1 guess the thlng that was the most strlklng to me was haw a 
division commander -- people really listen to the division 
commander and they real 1 y want to do what he wants and he has to 
be very careful what he says because people wlll tend to 
overreact. I have had a couple of Instances in which I said 
things 1 Ike, t If I could I would do thus and so,’ and very well 
meaning and we1 1 intent loned and honest and honorable people have 
gone and done those thtngs In the name of the division commander 
because they thought that was what I wanted because I safd It. 
Some of those thlngs have shaded on being improper and unethical 
and 11 legal. T did not want that. I did not direct that. I dld 
not say do that. But when it canw, to light and I got to checking, 
I found out, ‘Well, we thought we were doing what you wanted.’ So 
dlvi s ion cmnders have to be very careful . As I sal d, Just to 
say, *I want to do this’ or ‘I would 1 ike to do that, * people take 
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that and as 1 sald, they are we1 1 lntentloned and well meaning, 
but If you are not careful, they wlll get themselves and you Into 
trouble? 

Vnother technique that I found extremely valuable Is the use of 
the post newspaper. I write a colum every week In our post 
nerwspaper . I have been surpr I sed at the react ton to it . Again, 
It’s not that I write so well or anything like that. It’s that I 
try to use It to prolfferate to the whole conmunlty and to proJect 
to the whole cmnlty the great things that are going on here 
because aga i n, people get very myopic. The people slttlng over 
here at DEH or DOL don’t know the great things that are going on 
dawn ln the units and the people dcmm In the untts don’t kncAN what 
these other people are doing to help them and no one understands 
what the volunteers are dolng. I guess the dtvtsion comnander or 
the post comnander is the only person that real ly sees the whole 
thlng. So If you don’t make an effort to get that out to people, 
then people go through their whole tour and never knc~ what else 
Is golng on. I found all of those techniques, reading materials, 
brlnglng In speakers, being seen, the use of the post newspaper, 
and I also use tapes a lot. In the safety program I found It very 
effect lve before a maJor ho1 1 day to make a tape, send 1 t down and 
tell every unlt on the post that they have to shaw It so that 
soldters see the dlvlslon ccmmmder and knm that he Is ln fact 
involved In safety, Interested In safety, and concerned about 
safety .‘I 

“There Is nothlng wrong wl th gettlng t I red. People get irritable 
and lose their temper and all those thlngs are natural. I guess 
the one thing when I see a commander who comes under pressure and 
he starts taking his frustrattons out on hls soldiers lt says to 
my gut anyway, that he’s going to do the same thtng In combat and 
I don% thlnk he1 s go1 ng to be as good as someone who doesn’t do 
that -- who gets frustrated, who gets angry, who gets under 
pressure, who gets tl red, who get hungry, but he can sti 11 plm 
down and he can accept the responslblltty hlmself and not take It 
out on his soldiers.” 
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PERSONNEL 

“Everybody ought to be In on the ‘doing’ of the decision. An 
exanvle is the assignment of f leld grade officers within the 
dlvfsion. Most 1 ieutenant colonels were assigned to a speclflc 
Job like battalion command. We didn’t have naxh to say about 
where they were asslgned. But, for the maJors and a few 
1 Ieutenant colonels, it was totally within our ability to reassign 
them. In a three year tour we would keep them In a unit 18 
months, and then In a division or cmnlty staff posltlon for 18 
months. We trled to make that rotation in most cases. When I got 
there that was the pol icy. It was good policy and I kept it. 
But, hcrw we Implemented It was changed. It was belng done by the 
AG or by an officer from the G-l shop. He and the dlvlslon 
camrander did it. Well, it% right that the dlvtslon conmander 
makes those choices, and I kept that as my prerogative. But, I 
said, ‘Get a board and put every major and 1 leutenant colonel *s 
name on It. List on the board when they are due to coma out of 
their current Job or when the1 r conmand is up. Then, put down 
what they* re programned to do next. ’ We put that board In a 
visible spot so that anyone In the dfvislon could see what the 
options were. That way he could be a player. He could see what 
was actually open and what hls posstbi 1 Itfes were for 
reassignment. So, as the weeks rol led by, they knew where they 
stood. And, they could cane up on the net, Some of them came to 
me and said, ‘1 appreciate your glvlng me that Job, and I 
understand, but I intend to ret ire. So, you ought to give that to 
saneOne else. ’ Or, ‘That’s exactly the Job I want, but I know 
that Colonel So and So is going to command that battalion, and he 
and I don’t get along.’ They were players in the decision. They 
understood It and realized that it was not something being done 
behind closed doors. You need to create that feeling of openness, 
total trust and confidence.” 

“We have a lot of jobs that provide temptation -- clubs and money 
actlvltles. People who have resources to give, rent, se1 1, and 
services. We have to watch those al 1 the time. For whatever the 
reason, not a few of the people who are attracted to those kinds 
of jobs are the klnds of people who wi 11 fall to tempt&ton. The 
senior corrmander needs to recognize that as one of the realities 
of life and have checks and balances? 

“We’ve had this current division structure, as I remember, since 
1962, and we’ve always had an ADC for support and an ADC for 
maneuver, sometimes cal led operations. We don’t need that. That 
Is really a meanIngless split. First of al 1, you have a colonel 
who commands the DISCOM and his job is to support the division. 
He doesn’t need a brigadier stacked on top of hfm. If he does, 
you need a new co1 one1 . The dlv i sion commander is the operator. 
It’s a maneuver divlsion and how It rrwneuvers is his Job, not some 
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Assistant Dlvlslon Conmander’s, so you don’t need a guy doing 
that. The command and control ought to be out of the manual: 
with a TAC, and that’s where the G-3 should stay; a TOC or a main, 
and that’s where the Chlef of Staff should be; and a rear, and 
that *s where the DISCOM comnander ought to be. The dlvlslon 
carmander should be wherever he needs to be to run things. That 
ylves him his two ADCs and frees them from the artificial *one is 
Ops and one Is Support.’ Now he has two assistants really to help 
him. I analyzed and assessed, and I assessed this before I got to 
the dlvlslon, that the most dlfflcult thlng to do in the battle 
ftold that we envlslon -- a very fluid battle field, one wtth no 
front 1 Ines, no FLOT really, lntermlngl lng of troops, one of 
maneuver -- one of the m>st difficult things, lf not THE most 
dlfftcult function, would be synchronlzatlon. So, my tw ADCs 
were ass1 stants for synchronlzatlon, one lnternal and one 
external. The man who had the responslbll lty for Internal 
synchronlzatlon, that was wlthln the boundaries of the dtvlston, 
was free to go anywhere wlthln the boundarles of the division, 
knowing what It was that we were trying to do, and make sure that 
thirys were coordinated, harmonized, and synchronized. Wherever 
1 t may be that coordlnat Ion was of the essence, such as a passage 
of 1 lnes, a key supply or regencrat 1 on effort, a major maneuver, 
or a complex 1’1 re support acttvlty, that* s where he went to 
facilitate that. The one who was external dealt with everyone 
outside of the dlvislon -- the units to the right and left, the 
corps, elements from the Alr Force who may be working ln our area, 
units passing through our rear, or whatever It may have been. He 
was, In essence, a very senior liaison officer. His Job was to 
make sure the corps knew exactly what we were dol ng and what our 
status was, and that we knew what lt was the corps commander was 
attempting.” 

‘*You don’t get much of a grlpe with the exceptlon of the Log side, 
and the MI slde, that the TO&E doesn’t work In ccmbat, or in the 
field. There are very few complalnts about the TO&E at the NTC. 
Where you flnd the canplaints on the TWE is as it relates back to 
the garrison sltuatlon, and have you try to apply It in a pure 
pcacethne environment because of the dtfferent requirements you 
have that you* re forced to make. Although, ln one regard, for the 
TO&E I see a couple of very dangerous trends that I think are 
dangerous for the well belng of the officer and the officer corps 
-- the central Izatlon of the personnel function, the mechanic 
function, and the feeding funct Ion. The battalion, and ln some 
cases the feedtng function of the brigade or maybe instal lat ion, 
is creating a class of offfcers who have never experienced taking 
care of their soldiers and their equipment at the company level. 
I’m flndlng for the first time now, company ccnmanders who don’t 
be1 ieve they have a responslblllty for the maintenance of their 
equ I pment , other than Just the superficial care and cleantng, 
because battal Ion has the resources. *If battalion has the 
resources, battal Ion Is supposed to do It for me. 1 I see It In 
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ma i ntenance, I see It personnel admInistratIon, and I see it in 
mess and feed Ing. We now have a year group or a class of officers 
who haven’t the fogglest idea how to feed a unit, ~=KM to plan for 
rat Ions, how to take care of them for their welfare.” 

“I nc~ have three advanced ml 1 I tary school Ing progtnn guys out of 
Leaverworth -- the two-year guys. They’ve been here during a 
period fran six to 18 months. One came the first year I was here 
and the other two arrived last year. Those guys stand out. 
They’re exceptional officers before they go into that program, but 
It’s very obvlous in watching those people that the extra year has 
taught them to think; has given them a grasp of doctrine and the 
specifics of our profession far beyond that which some of their 
very except lonal peers have. The impact they have on the officer 
car s 

9 
in particular is on a par, in my view, wlth the NTC and 

CA!5 . They have been a real stimulus to their peers, to thatr 
subot-d I nates, and to their superiors in what I would term a 
renewed interest, an emphasis In the specifics of the profession. 
The people who are exposed to those guys on a da I 1 y bas I s WI 11 
talk to you in terms of historical exarrples In their own 
professional reading to a much greater degree than the officers 
who don’t see or cane into contact with those guys everyday. Jn 
and of 1 tself, I would tell you that it merits whatever resources 
are rtxluired to exp3nd that program to whatever the full-up n&r 
IS -- 96 or so. The more you have of those people around, by 
ocsmosis you have a tremendous contribution to understanding 
doctrine, historical perspectives, problem soldving, a whole 
plethora of things. That’s a good progrm.” 

“Every carrmnity feels that they deserve their own cannlssary, PX, 
movie, bawling alley, child care, and clubs, and rightfully so. 
but, you can’t give it to everyone. Unfortunately, the camuni ty 
Jobs are not sought after like battalion and brigade camrander are 
sought after. You have to be very careful about getting qua1 I ty 
people to put into the cmities. I have made a maJor effort to 
push qua1 i ty 1 nto the camuni t I es because they real 1 y save you a 
lot of problems. The other thing is that when we had the end 
strength capped here in Europe, the numbers of soldiers and 
sailors and everyone who could be here, we looked at al 1 of those 
positions that were not wartime positions here in the canrunity 
and made them clvll lans. Then they put a cap on the tier of 
civilians that we could have, and said we had to go wlth 
contracts. Then they cut the contr3ct dollars. So it was a 
‘Catch 22’ and the camunities today have few green suiters in 
them which gives you less flexibllity. It’s a very tough job.” 

“Quite candidly the running of the camrun1t.y is toughter during 
these times than the Division. in the Divislon I have good 
pew1 e, selected people. I have great equipment; all new 
equ 1 pment . I have plenty of money to train them. In the 
corm-unity I don’t have the number of people I need. It’s not the 
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same qua1 lty. I’m short on money, base ops money Is rmch shorter 
than P-2 ml sslon nsoney. There equlpment 1s pretty much all old. 
Plus, they’re working out of bulldlngs that we took over 30 years 
ago, and they’re trying to malntaln them, work out of them, and do 
wlth bulldings that are over 30 years old. That’s a tough job. 
The key to It Is yet you some good people tn there. It’s too big 
for you to do It yourself. If you try to do It yourself lt will 
consune your whole time? 



ETHICS -- 

“AUSA works very well here for soldiers, but I said, ‘No arm 
twisting.’ Then I found we had a few cases of arm twl st lng and I 
used that as an exampi e, not by un 1 t, not by name. But I said J 
made sure the lndlvlduals who felt that they had their arms 
twisted got their dues back. I said, ‘We’re not going to do 
anything of that nature.’ I’ve got a problem now In the comtlunlty 
with some of the utllltles, by some of our soldiers In bad debt -- 
about $80,000 worth. I’m using that as an example to carmernders 
that we have to keep driving home -- let’s do what 1s rlght and 
paying just debts Is one of those. I think we deal here more with 
the real than the theoretical, as far as ethical decisions and 
ethical act ions are concerned.” 

“1 would say, don’t do the dunb kind of things that we’ve grm up 
with that because people to be forced Into cheating. (1) A lot of 
data -- displays at conferences that pit stat 1st lcs, one against 
the other, and then hammer people who are low on statistics -- I 
would say that that ricochets. You throw the rock In the pond 
here at dIvlsIon level and by the time It gets down to the troops, 
It’s a big wave. So don’t use those kinds of things, and I don’t. 
(2) If you set the standard In maintenance, for example, as 
-lo/-20, then provide the resources to maintain those standardsi 
but you can1 t expect them to get there if you don’t provlde the 
resources. So your standards have to be resourced. (3) I think 
we have to make sure that everyone understands where they are 
golng, what they’re doing, hm they’re getting there, and you have 
to reinforce the1 r effort by touching It personal ly and not 
depending or relying on third--hand reports. The critical things 
have to be looked at personal 1 y . I think that reinforces ethics, 
It reinforces the honesty of the system, and people can tell you 
where they’ve got problems and you’re not looking at It through a 
third set of eyes.” 

“You have to be very careful at the pressure that you put on an 
lndlvldual. If you do it In the wrong ways they ~111 maybe go and 
not be ethical. One thing that I have done, I’m not a nucrbers 
WY; J don’t 1 Ike ntiers and J don’t 1 Ike percentages. I’ve 
never carried cards around In my pockets wl th ntiers on them. 
Some people you see WI 11 have a pack of cards 1 Ike that and they 
have every percent and every ntier In the world. First of all, 
my bosses haven’t asked me for them, so I haven* t had to do that, 
which I appreciate. I believe It’s dangerous to do It that way. 
You don’ t manage by ntiers. Then I don’t thlnk the little guys 
out there are going to be compelled to try to do dunb things just 
to get nui43ers.l’ 

“1 wanted people to understand that some thlngs I would not 
to1 erate under any cl rcunstances were lYlW, cheat 1 ng, or 



steal Ing. I just made that the standard. I brl efed every 
Incoming battalion and brigade ccmnander. I briefed all of my 
off leers. I went around and I had OPDs, went dM to battal Ion 
level and brigade level and every the I had an opportunity I made 
sure that everyone understood that I would to1 erate honest 
ml stakes, I would tolerate errors In judgment, I would tolerate 
people making bad declslons If they were trying, but that anytime 
I felt that scmaone knowingly made a conscious decision to do that 
which he knew was wrong, I wouldn’t tolerate It and that they 
would be punished for It openly. I’ve tried to 1 lve up to that. 
When Infractions were brought to my attention by off leers or 
sen 1 or NCOs, the deciding line was, *Did they knawlngly make a 
decl s 1 on to do that wh 1 ch they knew was wrong. * If I determined 
that, then I took what I considered approprlate action. If It was 
simply a mistake, I tried to make It a learning experlence.rl 

When I f lrst got there J found that we had just written a 
regul at Ion, the DCSLOG of the Army had wrl tten It, on what an 
officer had to do to run the mess hall. It was a dunb reg. I got 
hold of the DCSLOG of the Army and he agreed It was a dumb reg and 
they changed It. But, It had probably been done by some 
bureaucrat In the headquarters who had never checked with the 
f leld. It has been passed on dcrwn by every headquarters unt 11 It 
got to the division. I refused to let our people ccmply with It. 
I told them that we weren’t going to do It.** 

“You either have Integrity or you don’t. You can’t be a little 
dishonest. Officers need to knew flat out that they are going to 
be held to that standard? 

“I have not stood on the podlun and preached or given ethics as a 
formal class. That, 11 ke the other areas, has to be woven into 
your actions and pollcles, just your normal day to day way of 
doing buslness.r1 

“I suppose you can say that ethics Is the right thing to do. You 
can get off on an ethical kick that can be very oppressive If 
you’re not careful. Especially If you start putting ethics In any 
kind of a box that makes you superior to saneone else because you 
have lt and they don* t.** 

“I had to relieve a ccmnander over an ethical Issue. I didn’t 
want too. It hurt ma worse than It did him. Of course, there was 
no way around I t because he had canpranl sed h 1 s al1 1 I ty to 
ColTmand .” 

I' 
. . . Set the exmle. We can’t expect our soldiers to be 

anything more than we are, and 1 f we he1 leve that values are 
Important to developing ethical content that will promote the kind 
of solid Army that we want, then we have to set the example.” 
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*‘It’s your everyday actions that count. Actions speak a heck of a 
lot louder than words. I’m not sure I knaw haw you teach those 
things. You have to present the right example and handle yourself 
In the proper way as far as t-;tfslng heck at someone or taking 
actions to reward good ethics. Don’t do things that Indicate to 
them that bad ethics are good.*’ 

“We have Integrity Issues frum t Ime to time, but I think at the 
outset I made 1 t clear as part of thl s 90 day examination of one 
another that we went through when I f lrst arrlved, that I would 
not tolerate questlons of lntegrtty. If an officer lied, cheated, 
or stole he wuld not continue to be a member of this outfit. 
That% a ditto for NCOs. I told them at the beginning, ‘Guys, I’m 
not going to lop your head off If you make a mistake. J*m not 
going to lop your head off If you make two mistakes. If’ you make 
three ml stakes In the same problem, I’m going to think that maybe 
you’re dti and you’ll never learn, and maybe you ought to do 
sunethlng else for business. But you have to know, T\OW, and you 
have to understand that al though we’re going to have tough 
standards, I kncrw that soldiers make errors. Soldiers screw up 
and so do I. Therefore, we’re not going to have a *zero defect’ 
division. Mistakes are going to be tolerated as long as the 
tndlvldual shows that he’s trying to Improve himself, and Indeed, 
l s marching towards that end. For that reason, you don’t have to 
1 ie to me. You don’t have to cheat. And, you drrrn we1 1 better 
not steal. *‘* 

“Sane divisions tell people that If you change your training 
schedule three months out you have to get permission from someone 
on high. I think they’re kidding themselves. If I can lock that 
thing In 30 days out, I think I’m lucky as I can be. I don’t try 
to kid myself on that. I do try to keep lt locked In 30 days out, 
but further than that Is next to lmposs I ble. What real ly causes 
some problems Is If you’re not careful you*lJ do things that cause 
lntegrlty problems. That you really don’t want to do.*’ 
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FIELD OPERATIONS 

“1 want the battalions moving every six to elght hours, brigades 
every 12 to 18 hours -- we move the division at least every 24.” 

**Once a month the division CP goes to the field and sets up.** 

**f guess the war f lghters would say, *We1 1, I’m going to be up 
front and I* m going to be all those kinds of things.’ I’m not 
necessarily In agreement with that. I have to posltlon myself 
where I can have greatest access to the crl tlcal things I need to 
know to make decisions on and be In a position where 1 can make 
those decisions. So I have to have access to my Intel business; I 
have to have access to my operational Input; I have to have access 
to my combat service support and combat support. So I spend sane 
time In my TAC forward. I spend sane time In my main CP, and of 
course, I get dcrwn to my br Igades. I *ve got to remenber that If 
I’m fighting three or four brigades and I get myself tied around 
the axle with one brigade and llm flghtlng his flght for him, then 
I ought to be doing one of two things -- getting a new brigade 
currnander or realizing that I1m only one fourth of value. So I 
maintain the flexlbillty to go where I think I should be and where 
I can make decisions and do things. But I always keep 1 t 1 n mind 
--am I In contact? Pm I able to get what I need to know to make 
decisions? And a division does not need a dead division 
cunmander .** 

‘I A light division Is very dlfferent. We do everythlng at 
night ‘where other dlvlslot~s kind of hunker dmn at night and 
things settle down. A light dlvlslon Is like an ant hill. Jn the 
daytime you see it and It% just there and there doesn’t look like 
there Is nuch going on and then at night It’s like s-one walked 
up and kicked the ant hill and everything Is golng on.*’ 

“1 sleep on the ground. There are no cots In my division 
anywhere. My CP Is very snwll and very austere. I do not have a 
CG’s mess. There I s no need to have one because I don* t have any 
way to cook anything anyway. It’s al 1 MREs and tray packs so the 
‘CG*s mess’ Is wherever the CG sits down to eat. Life as a 
division cannander In a light Infantry division Is very different 
than life around a dlvlslon CP In the field that I had grown up 
WI th and It comas as qul te a shock to people when they come to 
vlslt my CP. Because It’s almost like visiting in a brigade or a 
battalion CP in other divisions. So he has to get used to f I eld 
operations. The light division conmander has to accept the fact 
that It 1 s very decentral I zed. He does not have that 
Instantaneous control that we like to think we have In other 
divisions because people are out doing their thing a11 over the 
terrain. You just have to hope 1 I ke he 11 that they (1) kna~ what 
they’re suppose to do and (‘Lj that they’re doing It.” 



“1 know that this flles in the face of a lot of people who 
advocate sinulat ion, but I’ve had one division exercise a year 
now, for the last two years. 1 cad t begin to tell you hcrw nuch 
positive feedback I get from the unit curmanders and the staff, 
and how nuch I personally get watching these operations go. In 
simulations, I real ize they are getting better as time goes on, 
but sfrmlations St111 don’t give you the decision maklng problems 
that occur when the supply convoy gets lost; that occur when the 
radios get wet and don’t work; when the amunition shws up at the 
wrong place or the point man in the column of the lead task force 
gets lost and so does the task force, and It al 1 has to be 
reorlented agaln, and brought back in. For the past two years on 
the division exercise we have had horrible weather. We’ve had to 
fight through sane of the most severe rains that we have ever seen 
in this area. The roads t IrIve become absolute quagml res. 
Everything has slwed down to a snai 1’ s pace or has speeded up In 
areas which we never did figure that they would. All of thls was 
given to staff, commanders, and the soldiers; the problems of 
coping. You don’t get that kl nd of cop1 ng out of pure 
simulations.” 

“I issued my Chief of Staff the following directive. I said, ‘In 
my absence, without being able to contact me, you can do anything 
to implement the plan, except change pr lorl ty of f I re and conm1 t 
the Reserve -- those you mtst contact me on. *” 

“The f i rst guy I want to tal k to is my G-4, to glve me our support 
status. Then I can tal k to the G-3. If you can* t support the 
operation, it’s not gofng to work.” 

“At this particular time I split my G-3 sectlon three ways, the 
TAC, the TOC, and the rear. We are capable lxlw, by Improvising 
our comnunfcatlons into three essential support nodes, of being 
able to both communicate and camland and control the Division, and 
fight at any one of three locations.” 

11 We move the DTAC every 24 hours. 
headquarters, 

The DTOC, the matn 
we move every 36 to 48 hours. On our last field 

problem, in the seven days we moved it four tlms. I’ve never 
seen a divlslon CP that was capable of moving 1Ike that. We kept 
camnrnications and had no problms with it. Most dlvistons that 
I’ve been in in the past go to one locatlon and are afrald to move 
because of the camuni cat Ions. I’m very proud that this division 
was able to do that. It took a lot of training, though.” 

“Sane believe that you can’t do real istic training and have safe 
training at the same time. That’s just absolute garbage. When we 
go to war we don’t want to kill our own people etther. So I think 
you can do it safely, and I was very happy on our last field 
problem. We took 14,000 guys out there, 4,000 vehicles, and ran 
them around for a week and a half and didn’t lose anyone. That 



doesn’t just happen. Caimanders work their tails off in doing 
things along that particular line.” 

“With regard to the whole structure for flghtlng in the rear, our 
doctrine is not clear. In fact, the doctrine intentionally leaves 
it a little flexible. I restructured a division rear, created 
one; because I thought that we needed the three cannand posts that 
the doctrine tel Is us to have. You can’t Just ad hoc it. You 
can’t say, ‘Well, we’ll have one when we go to the field.’ People 
have to work together and have to train together, or you don’t 
really have anything. So, we established one back there under the 
Provost Marshal. We created a division rear out of our hide. 
Then, we focused on the GTAC itself. I found that when we went to 
the field that people in TAC, who were the ones who primarily 
controlled the current operatlons of the division, spent their 
first day introducing themselves to each other. ‘HI, I’m Joe and 
I’m in G-4. I’m Dick, and I’m in G-2,’ and so on, because back in 
garrison they all worked in their awn bulldlng, but when we would 
go to the field, G-2 would send three people, G-3 would send three 
people, and G-4 would send sane, and al 1 these guys would go out 
and scratch the1 r heads for &I 1 e. ‘We1 I, what do we do in the 
TAC? How do we work It?’ So, I set up an area in the dlvlslon 
heaauarters that we called the GTAC. We took three large rocms, 
side by side wlth connecting doors, and we camwflaged It, put up 
nets and so forth, and that was the GTAC. They were there from 
all the staff sections. People who would be in the field 
together, worked everyday in garrison side by side. So, when we 
went to the field, anytime we pulled the trigger and took off, 
there were these guys who had desks side by side. The G-2 section 
and G-3 section found themselves working at field desks, and 
working In DTAC, side by side. Now, they already knew each other. 
When I told the staff what we were going to do, everyone said, 
‘ob that wi 11 disrupt our garrison operations. That WI 11 cause 
Inefficiency. We will ncn~ have to run all over to coordinate 
things. ’ I Just told them, ‘ilne, we’ 11 take suns peacetime 
degradation to get a wartlme Improvement. I We did it! I forced 
It. I thought we probably would be more effective in the field. 
I found, which was a very pleasant surprise, that our peacetime 
efficiency became better.” 
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INSTALLAT ION MANAGEMENT 

“If you go around our clubs, you will see as you enter, a purpose 
statement for that club. Those purpose statements were done with 
a great deal of thought. I chopped on them f lnal ly, but it took 
about three months to really get the things narrcwed dm’. That’s 
just exact 1 y what we are go1 ng to do is what 1 s in those purpose 
statements, no nore, no less. We’ve done the sm with a number 
of our other functions In the NAF area.” 

“My guidance to the staff is that your biggest area to obligate is 
the family houslng. I wanted 50 percent of our budget in farnil y 
housing obl lgated by the end of the f lrst quarter; 75 percent by 
the end of the second quarter; and 95 percent by the end of the 
th I rd quarter. We didn’t quite mke it, but at the SEV’R time that 
we do this, I have a system whore we develop a ntier of ‘on the 
she1 f’ projects so that when it canes to the end of the year and 
there are monies left over, we do pretty well in the so-csl led 
‘end of year mxlles’. 1.1 ke last year, about four ml 11 ion or four 
and a half mill ion dollars worth became available. We bought out 
about everythlng we had In our first 50 prlorltles. tit, yes, 
there are problems in obl igatlon and I’ll tell you why. We have 
managers for all these different 1 ina items and they’re pure bean 
counters. They 1 I ku to draw a 1 lne that starts on the f I rst day 
of the fiscal year and that line hits 99.9 percent on the last day 
of the fiscal year. That’s fine for a bean counter, but it isn’t 
necessari ly the way to go operatlonal ly. That *s why you have to 
understand money and what you’re looktng at and ‘straight-line’ 
doesn’t mean that it’s ‘right-lined’.” 

“Our officer’s club was ‘deep red ’ because they used to have the 
MPs sl tt ing out to make sure no one went away drunk. We1 1 that 
isn’t how you take care of people who get drunk at the club. You 
take care of them with their OM contenporarles. Soclsl activity 
Is just ntier one. That’s very important, very crItlcal.f’ 

“1 put together an inspect ion term made up of my G-5 and sum 
people fran my staff, the state health inspector, and some people 
from AUSA. They inspect and they have a set of standards they go 
by -- to inspect the trailer parks. Those who fail to meet the 
standards are given a list of thelr deficiencies and a period of 
the to fix them up. Then we go back and the threat is l off 
1 imlts’. I have put one off limits, but it’s been a more positive 
result in that t rat 1 er park mers have cane to us, even before 
the inspection, and asked for the standards and they’ve gone out 
and fixed their parks up. So we’ve had a great improvement there 
in all but one of the trailer parks and that one is about to go 
bankrupt here anyway .‘I 
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“1 have seen co1 leagues of mine, smart people, good people, caring 
people, who cm Into a dlvlslon and concentrated on the training, 
readiness, dlvlslon, maintenance, and all the dlvlslon actIvltles 
and said, ‘The comrrJnlty will run Itself.’ It may, but there Is 
such a synergl sm between haw the camxlnity runs, In terms of 
morale, splrlt, and sense of we1 1 belng that the famll les have, 
and the readiness and the attltudes and splrlt of the dlvlslon. 
If you haven’t done It, you don’t kn~ It. The worst mlstake that 
a person can make Is to go into the dlvlslon and turn his back on 
that. I thlnk most dlvlslon carmanders are smart enough to catch 
On. But, If you wait most of your first year before you catch on, 
then all you have tlma to do Is catch up. You can’t get ahead.” 

“Al 1 of us were very comfortable and were al 1 experts in a 
dtvlslon, but the Army hasn’t gr<;rwn many Installation managers. I 
thlnk all of us should admit to at 1 east a degree of 
unccmfortableness when we started playlng on that side of the 
house. I would suspect other dlvl s Ion cu-m-anders would tell you 
that they spend at least 50 percent of the1 r t Ime on the 
Installatlon side of the house. I think the amount of time that I 
spend Is probably closer to 90 percent.” 

“Ear 1 y on, I think, for a dlvlslon commander that Is also an 
Instal latlon commander, he has to make himself visible to the 
clvI1 Ian work force which Is a conslderable portlon of that 
Installation slde of the house. It pays dlvldends. I would 
counsel the dlvlslon carmiu7der and I’d vote to be sensttlve to and 
aware of the comnunlcatlons between the post leadershlp and the 
clvll Ian work force side of the house. I thfnk that’s extremely 
Important In this age with the amount of contracting out and 
comnerclal actlvltles studles and that type of thlng that’s going 
on, I don’t think the Army as a whole Is as sensltlve to their 
clvllian work force as perhaps they should be . . .I’ 

“I watch vlsltors come through here -- the Army’s leadershlp. 
They WI 11, on the drop of a pin accept your lnvltatlon to talk to 
NC& or talk to soldiers, but IV s hard to get them to devote the 
tlme to talk to clvll ians.” 

“Every dlv1sIon conmander wlll probably tell you that he sits down 
and has lunch perlodlcally wlth lleutenants, sergeants, or 
sanethlng 1 Ike that. I started doing It with cIvlllans early on, 
five or SIX at a time. For the f lrst year and a half I couldn’t 
write fast enough. The last three luncheons we had we didn’t have 
a slngle thlng to discuss, except the weather and that kind of 
stuff .I’ 

“The Installation, more than the Dlvlsion, tends to feel the 
manpower squeezes because even though we say we need lnstallatlons 
for moblllzatlon and we need to maintain our readiness at the 
Installation level to take care of soldiers and so on, the 
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Installation sttll takes It In the shorts when budget squeezes 
cane. We protect the 1 lne unl ts, or the TO&Es, at the expense of 
the lnstal 1 at Ion.” 

“One of the th I ngs that I inst I tuted here after about six months 
In cannand was requlrlng my lnstallatlon side of the house to glve 
me a quarter1 y management rev I ew, just 1 I ke I requl red the 11 ne 
units to do in the trainlng field. For the lnstal lat. ion slde, 
each of the directors would have to brief me on what their goals 
were for the next quarter, then how they were golng to achieve 
them, and what they needed frun me in order to do It, if anything. 
Then, at the next quarter they would tell me how we1 1 they 
satisfled those goals, and If they didn’t why they didn’t, and 
where the problem was. As an exEnple, I told them that the 
problem mlght well be me. Maybe I didn’t give them enough 
resources or maybe I gave them sane conf 1 Ict 1 ng gul dance in 
ml dstrean, and they needed to tell me that. We needed to know 
that. Inmediately they would take it as a defensive thing, ’ 1 
didn’t meet the goals, ’ and It was very difficult lnitlally to get 
this idea of free exchange and candor back and forth. I trled to 
do that by not rail Ing agalnst them, or not crltlclzlng them when 
they didn’t meet their goals unless It was something out of just 
pure stupidity or mismanagement. We have that ~-KM pretty well 
Institutionalized, and I hear the goals every other quarter. The 
garrison carmander hears them In the quarter that I don’t .” 

‘I There are sane areas like libraries and sports programs for 
&r’yLgsters where l’m never going to be self-sufficient. So I 
have to make enough money In other areas to cover the known 
losers. We’re dolng that now.” 

“1 would say get f&nil iar wlth al 1 the recent Army pub1 ications, 
regulations and df rectlves on the standard installation 
organization. That has sane bearing on what you’re doing. If you 
follow that thlng to the ‘T’ as it’s wrltten, then you at the 
dfvision ccemander level are the integrator between the 
installation and the garrison, not your chief or not the garrison 
cannander . I would suspect that there are very few installatlon 
ccemanders who are doing that to the degree to which the 
regulat Ion says. But there are a lot of little idiosyncrasies in 
that thlng and if you’ve been away frun a CONUS installation for a 
while it merlts your attention early on, so that you have an 
understanding and a femlliarity with them.” 

“I would recomnend to the dlvlslon carmander, if your installation 
ccam-‘ander has not been to the installatlon management course, that 
he go.” 

“The largest problem I had was that we found out in the Morale and 
We1 fare Fund we were almost a ml 11 ion do1 1 ars 1 n debt and nobady 
knew anythlng about It. We had a little lady In tennis shoes 
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wrltlng checks against nothing. So we were In deep debt to be 
quite honest with you. That was the b lggest problem that I 
Inherited here. I won’t go Into great detail, but fortunately we 
had a sports shop and a couple of other fast food restaurants that 
I was able to make a deal with AAFES to buy me out, which gave me 
sane cash flaw. We were able to solve the problem. That was the 
biggest problem I had when 1 f lrst came here.” 

**Now, I prob&ly don’t spend 15 or 20 percent of my time with the 
con-n-unity. Previously It would have been more about 50 percent. 
But that extra 30 or 35 percent that I did spend with the 
cummlty, now I’m able to spend out with the units? 



“There’s a manual out now. I belleve TRADQC published It in 
August of 1985. Thls manual tells a dlvtslon how to train. We 
have never had that before. We have never had a standard 
doctrinal approach to tralnlng a dlvlslon. It Is very well done. 
I can’t thlnk of a better way to manage, plan and conduct trnlnlng 
than to follow the way It’s lald out In that manual.” 

“If the divlsIon carmander doesn’t set prlorlties, he’s forfettlng 
his major command declslon. The most Important decision he’ll 
make as a dlvislon commander Is what his people ~111 do and what 
they won’t do. If he falls to do that, It’ 11 be done, because at 
some point you meet a commander in the chain of ccmnand who has to 
execute. It flaws on down and If you don’t flnd a ccnmandar with 
guts somewhere, It ~111 stop with the canpany comnander. It can’t 
flow dawnhill any farther. If no one else has set prloritles, the 
ccmpany corrmander Is the man who flnally gets told that he has ten 
things to do but only enough time to do five. If no one else has 
told him what the Important flve are, since he has to do It, he’ll 
choose which flve he ~111 do. So, If you fail to set prlorltles, 
you’re forfeitlng your abll ity to influence where the dtvlslon 1s 
going, and you’re forfeiting It to the least experienced comnander 
in the chain of ccmnand.” 

“I watched scme of my battal Ion commanders get ready for tank 
gunnery -- other thlngs too, but I’ 11 just use tank gunnery as an 
example -- and their tralnlng program was to have three 
repet 1 t ions of the SQT, two repot 1 t Ions of sane other event, and 
f Ire at night four times, and so forth. They had sumx>ned the 
’ three ’ and sald, *Well, you have to learn to fire at nlght, you 
have to do the dry run, you have to do this to exercise, ’ and so 
forth, ‘and, if you do 1 t thl s many times, you ought to be 
prepared. ’ We1 1, that * s not necessarl ly so. What they mIssed was 
that you have to train to a standard, not train to a nu&er of 
repetitions. Some peopl e can go I n and do 1 t once and meet the 
standard, while other people would need to do it 10 times to meet 
the standard. lf all you’re dolng as you go through your training 
is checking off blocks, then you feel good because you have checks 
in all those blanks, but that doesn’t do anything but make the S-3 
feel good. It doesn’t say that the crew has mastered that skl 11.” 

‘*We took a period, one day a week, Wednesday, for five hours. We 
said, *That’s Iron Time Tralnlng.’ That thne Is devoted to the 
squad leader for tralntng his squad or his tank crew, or whatever, 
and nothing else ~111 take precedence. There will be no hospltal 
appolntments, there will be no details, no sick call, and no ‘go 
to f I nance to check your pay records. ’ There ~111 be nothing at 
that time. We laid It out into quarters and there were 13 
Wednesdays In a quarter. There were times when we couldn’t do it, 
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but we planned for those ahead of tfme. For ex#rple, maybe the 
whole battalton would be In the fleld, or at Graferwohr durtng 
tank gunnery work, or may be a natlonal holiday, or REFORGER. So, 
on the average, In a quarter we would have eight to ten Wednesdays 
when you were In garrison, doing tralnlng, and those Wednesdays 
were sacred. It was the job of every leader to protect that squad 
leader against poachers. We had to expl atn to them what poachers 
were. Anybody who has been out west knms what a poacher Is, but 
we described to them what a poacher was. Then we asked them who 
the poacher was, and the poacher was the cmany comnander, the 
f I rst sergeant, or the dlvlslon cmunder. The poachers were us, 
the 1 eaders. So, we put ourselves In the posftion of protecting 
those squad leaders from us? 

*‘A cav squadron ccmnander found a way to Integrate COPPERHEAD live 
flrlng with hts maneuver. By maneuver I ng adjacent to Grafenwohr 
and havtng the rounds actually ImpactIng, offset from where he was 
maneuver I ng , In the Impact area of Grafenwohr. But, he was stI 11 
able to tie together all pieces of the systems -- the laser 
desfgnator, the flrlng battery, the mlssi le, the maneuver force, 
the oppos Ing force, al 1 of those t Ied together WI th the 
ccmmmlcat Ions 1 Ink -- and exercl se and stress that whole system.” 

*‘First of all, ftnci an anvil. You have to have something that 
shapes people and forces thent to focus. Gofng to the Natlonal 
Tralnlng Center is an anvil. People kna~ that they are going and 
they know that they and their units ~111 have to be ready to 
perform. So, they will prepare for It. Going out on somethIng 
1 Ike REFORGER, where you have another unl t agatnst you and you 
have evaluators and unplres, that’s an anvi 1. But, you have to 
have something that forces people to prepare for, think for, plan 
for, and train for an evaluated event. Whether the evaluatton Is 
an unplre with a cllpboard, or MILES devices, or a large 
force-on-force maneuver, there has to be somethtng that puts 
reallstn Into It.*’ 

‘*The Nat tonal Tralnlng Center is one part of that and I t’s 
probably the best training we have and that 1s good. But the 
fault thereln, In my oplnlon, Is that In training for the Natlonal 
Tralnlng Center, the only people who were recelvlng high caltber, 
Intensive tralnlng were those who were preparing to go to the 
NatIonal Training Center, and that’s only about ,350O people we 
send out there out of the dlvlsion Installation contingent of 
approxlm&ely 15,000.*1 

**What we In1 t fated was what we call * Pl-P2’. These are 14 day 
periods, back to back, and we aligned at the brigade task force 
level so that we can train up on a Pl period -- we can go as high 
as a brigade task force. however, m>st of our focus is at the 
company team level and some at the battal Ion task force level. 
Durlrrg Pl the only thtngs authorlzed outside of being with the 

27 



unit are emergency leave and emergency appointments. We’re not 
dunb about this. If a person 1 Ives In Sanoa, and we do have sane, 
and they’re going on leave and they’re paying a good hunk of money 
to fly there, we’ 11 let them go 30 days. I set a standard of 85 
percent of assigned strength, speaking at the company level, 
‘boots on the ground’ during Yl. Most of the units exceed that by 
lo-12 percent. Al 1 the other things -- the dental appointments; 
the annual dental checks; the physicals; the medical appointments, 
unless they dre emergencies; courts martial; me&ers of the court 
martial boards, we have twu boards of panels; urinalysis; Panarex, 
AIDS testing, DSEP, advanced NCO, co1 1 ege train1 ng -- that’s al 1 
done during PZ.” 

“This division, not unl Ike many others, for the gunnery training 
on tanks was centralized at dlvlslon level with the TGAT, Tank 
Gunnery Ass i stance Team. Very lnof:f Iclent, It took a lot of 
people, failed to orient on the real Intended outcane, and that’s 
training tank crews. It was more process oriented. Very early In 
my ComMnd, 1 disbanded the TGAT and gave the guidance that the 
canpany carmander was responsible for the gunnery prof ICI ency of 
his company. And so when you go to any of the gunnery ranges 
where they are qua1 lfying -- whether It be Table VIII, being the 
big one -- It WI 11 be the company carmander there and he* 11 be 
doing it. Inlt ial ly, and this was kfnd of disappointing to ma, 
but I think we set the record stralght on It -- fnftfally people 
told me that we can’t do that because we can’t trust the canpany 
camranders to be honest. Well, that kind of hit me right In the 
gut. If we have developed a ~1 lmate where we can’t trust our 
c-any ccmnanders, then we’ve got to change something. so it 
didn’t take long for me to convince the colonels and lieutenant 
colonels that those captains can do it and they’re doing It 
tremendous 1 y; and now tank gunnery Is no big thing, They will 
stop and qua1 Ify the crews that need qua1 if Icatlon, oi ther going 
to another tralnlng area or on the way back. It’s not a big 
thing. What do we have out of It? A great deal more efficiency 
of our assets and time.” 

“We have three month long basketball seasons. We will then have 
one season a month of soccer and volleyball. Then we’ll hit three 
softball seasons; then we* 11 have three flag football seasons. 
Plus we have a huge number of Individual sports -- everything from 
triathlon to biathlons and boxlng. You name It, we’ve got It. At 
the end of each season, In the tern sports, my added sports 
program cost me near $250,000 to operate. And If It was the last 
$250,000 th ey had In P2, I would still operate It. We give big 
trophies for the battalion champion. At the end of the short 
season, al 1 the battallon champions cane together for a 
post-division playoff, single el Iminatfon, random draw. There we 
give big team trophies and lndlvldual trophies to the top three 
teams. Individual sports -- we give trophies In there also. ml 
payoff. For a lot of troops, It * s the first time they have been 

28 



on a winner that they can Identify with, They love those 
trophies, they love the particlpatfon. It T s one of the greatest 
ways we have to build tegm work and prlde. It has to be done at 
the company 1 eve1 . That’s where they associate with themselves 
and that’s where they associate wlth the unit.” 

**I*m convinced that the only way we ever have great training Is 
when we put a nine man squad together, doing meaningful tasks that 
accomplish their squad objectives, under the leadership of a squad 
leader with both E-5s there, present for duty, assist Ing hfm In 
the performance of both gufdlng that squad and evaluating IKNV well 
It% doing. lf we bring that squad dowrl to four or five men, we 
Invariably train at half pace, we train clunslly, and we’re docmed 
to be less effective than we should be.” 

‘*We started very early trying to educate the garrison and the 
Installation side of the house -- the dentists, the doctors, and 
all those other people who have a requirement to see soldiers -- 
that we were running what amounts to an X, Y schedule. When we’re 
In side X of that fence, we’re looking to get a mfnimun of 85 
percent present for training, for the full training period, and we 
don’t want any appolntments for the doctor, or dentist, or finance 
appointments, any of those other things that occur. This Is not 
for an extended period, It may be a week or 10 day period followed 
by a ‘Y* period which Is a week or 10 days. The Anny does an 
awful lot of T bf rth months* and periodic things. The COHORT 
package tells you that, ‘Hey, they’re going to be together for 
three years, let’s do the whole battalion and get It out of the 
way In one day.* So, rather than the first sergeant having to 
worry about dental appointments for 12 months, he worries about it 
for a two day period and then forgets It, unless It% an emergency 
or something 1 Ike that. Whenever possible we’ve gone to that type 
of thing. That’s helped.” 

“When I came here, soldiers were digging bunkers, and sandbagging 
above the ground two and three feet. That’s passe. We dig In m 
and we dig In deep, but the top of that bunker Is no more than SIX 
to eight Inches off the ground and It’s well camouflaged. In 
other words, there’s a 1~ silhouette. Enemy Infantry can’t see 
It front 35 to 40 meters away when they walk In on 1 t. We do not 
use cha In saws and things of thi s nature to cut dm 1 arge trees 
to go on top of those bunkers. What we *ve chosen to do -- 1 t ke 
the NVA who cut dm small sap1 ings, because they grm by the 
billions and they’re not worth a dams for anything -- our soldiers 
just use their machetes and axes to cut those sap1 Ings dam and 
put them on top of their flghtfnq posItIons. Then they take two 
layers of ha1 f f I1 led sandbags and put on that and cover It up 

with dirt, and cmflage It. This does away with the chain SMS 
and any need for heavy eng Ineer I tems. I* 
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“I think a key thtng In the training area Is that you have to be 
out there. If you’re really Interested In trafnlng people, then 
you have to be out there observing them train. Otherwlse, they 
won’t think you’re sertous about it being important. So, I guess, 
If I had to say one thing, It’s that you have to be out there wlth 
them.” 

“We do our mrst training In the local training areas. 
Unfortunately, you spend 70 percent of your tlrne In the local 
training areas. So, that’s really where your sustalrmnent tralntng 
or train up co11es and that’s where you have to put the emphasl s 
because there are so many more d 1 stractors when you’ re back here 
in thls particular environment. But, for lack of a better term, 
my philosophy, as J mentioned earlier, has been, ‘You have to have 
the basics right.’ If your basics aren’t right, then nothing else 
WI11 cane. If you don’t have the Individual soldier tralned and 
knawlng what he’s doing, then J don’t thlnk anythtng else is going 
to come.” 

“When I got here, the training guidance from the Dfvlslon was very 
thick. You have probably seen those things before. When 1 looked 
at It, all It was, really, was dupl icatlon of a lot of another 
manuals and a lot of other things. So I did away with It. All I 
did was put a cover sheet on the top of FM 350-l that comes out of 
USAREUR 350-l which states the requirements and guidance for 
training. 1 thought that was suffic1ent.1’ 

l’Wlth the large number of vehicles we have, almost everybody has 
to be a driver. We had to set up a driver’s training In each 
cmni ty area. The schools were just not training the nunbers of 
dr tvers that we needed. For instance, it’s fixed now, but there 
used to be a fuel tank and pwr~ guy, the guy who d1 spensed the 
fuel. They went to school to learn hcrw to do that, but he dtdn’t 
go to driver’s training, even though he had to drtve the same 
truck. That’s Just a little disconnectlon. Now, they fixed that 
one, but there are a whole bunch of them out there just ltke that. 
Almst everyone has to be a driver, so we’ve had to go to having a 
Drivers’ Tratnlng Academy in each of the ccmrunlties and that has 
probably patd more dtvldends than any one thing that we’ve done. 
It’s cut our accident rate down tremendously. I thtnk It’s helped 
our maintenance because we also teach matntenance.” 

“1 don’t believe in CTT once a year. I don’t believe In soldters 
peaking for CTT once a year. I tell them they need to do It every 
quarter. If you’re golng to sustain your proficiency ln CTT, you 
have to have them every quarter. Most of the units are doing 
pretty we1 1 on that now, where they do It on a quarterly basis, 
rather than on a yearly basis/ 

“FC 25400, the book on training, Is probably the most helpful 
docunent that’s ever been written. We al 1 understand what thts 
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15, of course. This is the book on what the 8th Infantry Divlston 
used to co1 1 ‘Cardinal Point’ and multi-echelon training. It 
tells you how to set up a division master trafning calendar so 
that you can train your brigades at the same tlrna the sergeants 
rnaJor are tralnlng the squads, and it works? 

f%fs not like people sitting dcrwn in the old days. Two hours off 
the platform for every hour on the platform. You don’t have to 
spend two hours off the platform anymore. The standard 1s there, 
the man’s soldier’s manual is there, tasks and conditions are 
there. The training system has grcwn up.” 

“When you’re looking at the training of a division you need first 
to make Your presence felt evolut lonary as opposed to 
revolutionary, Nothing hurts a division worse than turbulence and 
sudden changes in direction? 

“1 took the f lrst 100 days and 100 nights to evaluate the 
division. I didn’t make any changes to the major programs at that 
time until after I had done this analysis. Then I called the 
division leadership together to include the brigade and battalion 
commanders along with the staff. I out1 ined where I wanted to go 
in the Division, where I saw that we should mOve. I thlnk the 
most important thing for tralning, is first to get the people to 
training. I’m convinced lxlw, after 19 to 20 months In this job 
that we knaN how to plan our training very well and that’s not a 
problem, RTMS works and FM 25-100 works, people understand it; 
that system is there, It% in place, and It% well thought out. 
The problem that you still have Is getting soldiers to training; 
to the right place at the right time and In the correct nttiers to 
be able to do the Job that you would expect them to do? 

“1 made PT mandatory on Monday, Wednesday, and Friday. 1 made it 
mandatory that no installation offices would take appointments 
prior to 8:30 In the mornlng on Monday, Wednesday, and Friday. 
Now that was tough. That required rigorous, uncanprcmistng, 
ruthless emphasis and enforcement, and it St111 does. You still 
f lnd people who want to ci rcurn/ent the system, usual ly for good 
reason. They want to kick someone out early to get ready for 
something, and if you’re going to reduce those klnds of 
d I st ractors, you just have to make sure that your guidance IS 
expllcltly follcrwed with no exceptlons. That means In sane cases 
having to write letters of concerns, letters of adnonishnent, or 
Just flat verbal reprimands to people when they transgress that 
system. The next thlng to reduce turbulence here and to reduce 
the tralnlng detractors is durlny the prime readiness training 
period, again, we al lmed iw appo I ntment s, no hospital 
appointn*nts, no leaves, and no schools unless it was off post 
NCOES . So the only exception that I would tolerate when the unit 
went into the prime readlness cycle was emergency; that was 
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basically it. There were no appointments, nothing else while they 
were in the field.fT 

“I had an eighteen month calendar that I have dated every six 
months with respect to training and the resource of training. So 
that meant the longest that thing had stuff sort of figured was 18 
months, the shortest was a year. But I think if you+t, not months 
ahead of slgnlftcent issues as divIs1on cmmander, then you’re 
behind? 
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ORGANIZATION 

“1 find that we really don’t have a sufficient recon and cavalry 
capability within the division, or even within the unit, to en@oy 
the combat power and the mob1 1 ity that we have. What I’m looking 
at is dedicating one company in each rnech battalion, leaving it in 
the battalion, to greater Intensify Its training and efforts in a 
reconna 1 ssance rrode. And as we continue to increase the lethality 
of our weapon systems, the judicious use of these assets is going 
to depend on Intel1 Igence; and the greatest Intel1 igence you get 
on the battlefield from brigade level dm, really divisim; but 
certainly the batttillon commander fights with what he sees and 
what he finds. There aren’t too many sate1 1 ite reports that are 
going to get to him in the right place. So, what we need, what I 
looked at, I 5 about one-third of the force being employed in 
reconna I ssance and secur 1 ty ope rat 1 ons . f f 

I’ I have asked my 4th Br igi;lde conmander to send a 1 lalsm, 
J;si i Ike the artillery 1 laison people to each of the maJor 
brigades or MSC commands. He has done this, and, of course, he’s 
taken 1 t out of hi s h Ide because 1 t ’ s not author 1 zed to do that. 
But what this has done Is raise the sensitivity -- everything that 
the uni t does now, you have a guy there that says, ‘Think 
Aviation! f My MSCs tell me that It’s working much better now, not 
only aviation as far as the gunshlps and the attack battalions are 
concerned but the Blackhawk as we1 1. As a matter of fact, I’m 
putting a lot of emphasis m c&at service support for resupply 
of the Blackhawk. As I rrwtntioned yesterday, we don’t have many 
infantry anymore. Unless we are augmented wlth say a 1 ight 
brigade or sanething 1 Ike that from the States, then we aren’t 
going to be doing that many air assaults. Of course the Blackhawk 
IS a very valuable bird, and, therefore, we arc doing a lot of 
training in corrbat service support right nw. When we have units, 
for 1 nstance, at Graf or Hohenfels, we lift the stuff out of 
DISC@! back here and air1 lft, It up into the area to get the 
training on hooking It up and the loads and so forth. By putt 1 ng 
these people with the brigades, It had caused them to think and, 
therefore, the brigades are better integrating the use of al 1 the 
air supplies we have into their operations. That was the purpose 
of it.” 

“All the maintenance and mess and everything are at brigade level 
in a light dlvlslon. A ntier of senior officers are worried that 
that mtzans we’re going to raise a generation of people who are not 
go1 ng to have any education in maintenance or mess or that type 
thing until they get to be a brigade commander. And that danger 
exists. I acknowledge that. hut I just feel so strongly that in 
a light divislm you have to keep battalion and c-any cormlanders 
focused m war fighting and let the brigade commander worry about 
those other things. Somehow, and I ’ ve not been able to sort out 
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exactly haw 1 t happened, but sunehaw the messes got put back dawn 
at battalion level and I’m bringing them back up to brlgade level 
before I leave. Rut I would urgt3 any of my successors or any 
other light dlvlsion carmanders to be very careful about putting 
all of that atiinistratfve type thing dawn to the battsl for) 
cormlander. I think battalion commanders ln light divisions have 
got to be freed of that as rmch as they possibly can and focus 
strictly on war flghtlng.l’ 

9 would suspect It% true on all the COHORT unlts. You see squad 
leaders who are canpletely comfortable wlth thelr soldiers’ 
ability. You see an interestlng thing. You see the squad leaders 
devoting thei r time and attention as they move, not to the 
soldler, but to the other squad leaders. That’s tough to 
describe, but I uttrlbute It to the fact that those squad leaders, 
as I sald, knaw thelr soldlers, knc~ what thoIr soldlers are going 
to do. It’s an Interesting phenomenon. I’ve never seen It before 
unt I 1 I becrme close to the COHORTS .I’ 

“1 think a carmander has to be very sensitive to the fact, that the 
COHORT unlt is a very unforglvlng leadershlp envlrorment for 
particularly the junlor NCO. tits leadershlp mlstakes don’t leave. 
HIS tactlcal errors don’t walk out the door as part of the 25 
percent turnover. His professional ccmpetence stays wlth him. 
His reputation Is not weakened or leavened by soldiers leavlng. 
tie has really got to know his buslness. You can’t fake It In 
front of those soldlers. If you have to replace an NC0 who 
because of promotion, or school Ing, or sanething 1 Ike that, when 
he walks out the door, you have to be very careful what you do to 
prepare hls replacement to walk Into that group who have been 
together for one, taw, or three years. The first week or ten days 
are absolutely crltlcal to that E6’s ability or reputation.*’ 

“In many ways, I would tell you that it is easier to llve with the 
shortfall In our organization, or structure, than It 1s to change 
It. I think the Army as a whole, and dlvlsion comnanders, ought 
to be a ltttle bit careful about radical structural changes. 
That’s my personal feallng.” 

“I have to tell you, the most troubling place for me right now Is 
in the MI cammlty. The MI battal Ion has a TO&E that mst have 
been des 1 gned by a mad man! The doctrine to Implement that IS 
still In doubt and unclearJ’ 

l’I*d 1 Ike to see a MI battal Ion TO&E that put.5 al 1 the things In 
the right place. RI ght now A Canpany has some equi pment that ‘s 
supposed to be In C Company, and C Company has some equl pment 
that ’ s supposed to be 1 n A Ccmpany, and then headquarters Is 
formed when everyone tried to figure out where to put thtngs and 
couldn’t, so they formed a headquarters company. I think the 
concept of company mechanics with a battallon motor officer who 1s 
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only an advisor Is fatally flawed. It doesn’t work In garrison, 
and It doesn’t work ln the field. We have to Jerry-rig It. We 
have to go ahead and ad hoc 1 t In order to make the system work. 
The doctrine and concept for uslng the TAC3AMs Is lncanplete. THE 
TACdAM system Is ftne except the vehicle that It’s mounted on now, 
the old 548, Is not going to be the prime mover, so we understand. 
Yet, that% all we have, so we‘re working It doctrinally. We* re 
worklng a doctrine and a system that may never cane to pass. 
That’s very frustratlng on the part of the young MI off leers who 
see they really do not have a war fightlng capabIllty, even though 
they claim and are told that they have It.** 

**I did not like the cav squadron wrapped up in the Avlatlon 
Br I gade. But stnce it’s there, we’re trying to use It the way we 
think the doctrine Is comtng out that It’s Intended to be used. 
I’m glvlng it a falr shake, and I’m glvlng It a good ring out, but 
the problem I have with the Cavalry organization IS the errphasis 
on the air over the ground. In my view Caval ry is reconnaissance; 
that% their primary mlssion, to flnd the enem/ and maintain 
contact wlth It. To do that, I need an all weather day-night 
capablllty. While I’m all In favor of Army Aviation, as lt Is rx>w 
we still don’t have a 100 percent, all weather, day-night 
capabtllty with our hellcopter fleet. That means, In terms of bad 
weather, high winds, or reduced vislblllty that I have to rely on 
my ground troop to get me the InfonnatIon I need. Now, because of 
the roundout status, I only have one ground troop. If I went to 
war tomorrm I would have one ground troop that I coul d count on 
to glve me reconnaissance 24 hours a day, seven days a week. The 
NTC has sha,vn time and time again the problems you have with 
trying to depend on aircraft to do the job for you, because they 
Just can’t fly all the time.*’ 

” I was tactlcally Inhiblted, doctrinal ly Inhibited in the 
deployment of a dlvlslon In certain areas, certain times, because 
of a lack of hunan Intel1 igence. The new organ1zatIon for the 
CEWI battal Ion, the MI battal Ion as you h, Is very 
technologically lwortant in its equipment. But I t doesnl t work 
very good and we don’t have It all, but the scouts are gone from 
the battal Ions. The cavalrymen are gone except for the 
hellcopters. Occaslonal ly you can find yourself bl lnd. Now, we 
trained a lot of Infantry to do all that for us.** 

“There’s a cost associated wtth any reorganization or change In 
the structure no matter how small It Is. There are costs 
associated with readiness. There’s a learnlng curve assoctated 
with anythlng, whether you’re just changing the organization of a 
squad, or decld I ng to put a weapons squad Into an Infantry 
p 1 atoon, or whether you’re looklng at some nuch greater 
organlzatlonal training. I think there’s also a bow wave 
associated WI th any change, no matter how small, when it deals 
with such thlngs as doctrine, cocmwnd, and control, maintenance, 
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and al 1 that stuff. An awful ly lot of times the cost of those 
three thlngs are not worth the minor change or increase in 
efficiency you get by tweaking the system.*’ 

**Unless we keep our organizational structures reasonab 1 y 
consistent, there’s no way for you and I to judge assessments fran 
any part of the globe that might tell us when we have thtngs 
wrong, because they might be using a different data base than 
scmeone el se. My point In all this is that we have to work hard 
to stay with our existing organizations and to change them wlth 
the schoolhouse playing along? 

We were the first ones, i guess, who organized an Avlatlon 
Brigade as our fourth brigade. They tal ked early on about 
maneuver, that is a maneuver brigade. I was very much against 
that, but I tried it in my GUP area and found out that as a 
maneuver brigade, 1 n the true sense of the maneuver brlgade, 1 t 
does not have the capability to do that because the brigade Is not 
structured to do it, and the division Is not structured to support 
it. You don’t have a forward support battal ion, per se, to 
support 1 t . You don’t have your art1 1 lery 1 iaison officers and 
equipment to support it. You don’t have hard carmand posts; 
they’re al 1 in vans. You don’t have that to support It. 
Interest lngl y enough, you don’t even have an AL0 authorized for 
your fourth br 1 gade, even though the coordinat Ion between It and 
the others is very essential. So we tried to use It strictly as a 
maneuver brigade over a long period of time, and had tank units 
and infantry units, but It dfdn’t work. The division couldn’t 
support it, and the support structure couldn’t support it. so I 
said at one time, *Gee, it can’t be a maneuver brigade.’ Well, 
I’ve changed my mind a little bit now, because I think It can be a 
maneuver brigade for short periods of tlme, for specific missions. 
For instance, on our last f 1 el d problem we had an enemy 
penet rat I on in our area, so we gave our avlatlon two tank 
battal ions -- It was actually a CAV squadron which IS theirs In 
peacetime anyway -- the CAV to screen the flank, and a tank 
battalion to close off the loop. It would have to be after they 
crossed the river to close off their exit out of there, and use 
the he1 icopter battallons in mass -- two battalions at a time -- 
in the kill zone, which I think Is exactly the way to use them. 
I’ve grown to be1 leve that we * re wrong to pi ecmaal our 
he1 Icopters. We mJst use them In mass, at least at the battal Ion 
level .I* 

They have two companies there -- the Bl ackhawk company and a 
general support company -- that don‘t have a battalion 
headquarters. You have the two Cobra battal Ions and then two 
separate canpan I es, one a Blackhawk company and one a general 
support carpany for command and control and so forth. I have just 
gone and out of my hide, developed a task force. In peacettme you 
don’t have to do that, but In wartime when you have u brigade 
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conmander and he’s out there flghtlng, say two massed battal Ions 
of the Cobras, and, at the same tlme, the Blackhsnr~k Company 
Ccmnander Is dolng an alr assault and Is maybe conducting the 
combat services support ml ssl on -- resuppl y of sune type -- then 
you have the comnand and cant rol people or your utility 
he1 fcopters going In another dl rectlon. Those two young captains 
have no staff at al 1. I don’t thlnk they have the ablllty to 
coordinate all of that by themselves. That* s the reason we went 
to a task force, which I took out of my hide. I took sane people 
off the brlgade staff and put a battal Ion type headquarters dcrwn 
there. It 

11 

1 rha;Z ;V . 
In a heavy dlvlslon, we really don’t have a lot of 

Out of the 18,500 men we only have about l,OOO+ 
Infantry In the dlvlslon. We have some shortages In the combat 
support and c&at service support areas, and those are areas you 
have to put someone 1 n. Those thlngs have to be done peacet Ime, 
war, or whenever. You end up d 1 vvy I ng your infantrymen out of the 
back end of your Bradleys to those types of jobs. So you end up 
havlng maybe two squads In a platoon, if you’re lucky. Most of 
the Infantry that we have nuw, because of that, Is only capable of 
close In security, and very few operat Ions. If you had all the 
people at the exact rlght place In the back end, then maybe you 
would have a llttle blt more. Even If you had them al 1 in there, 
you would only have 1,000 or so. If you leave one of the guys In 
the back to load the TOW, which you have to do, that cuts you 
another guy. So the bottom line Is that we are extremely short on 
Infantrymen In the heavy dlvlslon.‘t 

‘IThe Force Structure business 1 s probably another area where a 
dlvlslon commander, If he’s not comfortable wlth It, ought to 
spend some time and get famlllar wlth at least the basics. My 
vlew Is that the llvlng TO&F business doesn’t work, and if It Is 
working there has to be a better way to do It. It’s hard for me 
to belleve that when I organlze a battalion lnltlally at 50 
percent strength to get It started, as I incrementally want to 
Increase that strength I need a set of documents. I need a 
docunent to bring that thlng on 1 lne at 50 percent. When I want 
to plus that thlng up by 10 percent In order to accommodate the 
support requl red for one more battal Ion or one more brlgade, I 
need another docunent, and ad Inflnltcm. Hence, there Is a 
tremendous amount of work and effort by a slgnf f lcant ntier of 
officers and clvlllans who have to go In and constantly get ready 
for the next MOC wlndow. As opposed to saylng, ‘Here’s your TOEE, 
activate at 50 percent strength, and when you’ re ready, use the 
same docunent to go to 60 percent .I To me, 1 t1 s hard to fathom 
why we have ourselves In that crunch? 



DOCTH INE 

*‘Doctrine Is a problem for the light dlvlslon. As we sit here 
today there 1 sn’t any except f rem the Infantry school. It’s 
beglnnlng to come but right now you can’t go anywhere and flnd the 
doctrine for how you enploy attack helicopters In the light 
Infantry dlvlslon. You can’t go anywhere and find It written down 
haw to enploy the engineer battalloh In a llght Infantry dlvlslon. 
You can’t go anywhere and f ind out what I s the doct r 1 no of 
jolntness between the United States Air Force and the Amy 1h a 
1 lght infantry dlvlsion. Naw people say/Well, It’s the same In 
all dlvisiom,’ No It Is not because we fight dlffererrtly and our 
organlzatlon 1s different and our equipment 1s different. So 
doctrinally, in most cases, It has been trial and error. Benn 1 ng 
has been the most forthcomtng and probably rlghtfully so because 
It Is a light Infantry division. We naw have the manua 1 s f ran 
squad to platoon to cmany to brigade level from Bennlng. But In 
most of the other branches we still don’t have doctrine for llght 
tnfantry? 

“1 guess, if I have concerns about doctrine, It centers around the 
logistics slde of the house and the loglstlcal doctrine. I don’t 
thlnk that has kept pace with the tactical doctrine. Part of that 
1s the gap between equipment associated with AOC and some 
procedures and the reduction In strengths. Part of 1 t Is that I 
don’t think It’s been looked at and tested to the same degree that 
some of the tactical side of the house does. T am still not 
comfortable w1t.h some 1ogIstlc speclflcs.” 

“Aviation doctrine Is still new and belng experlmented wlth. 
We’re trying to work our way through that. Some Cavalry doctrine 
still 1s In question as to what the true role of Cavalry Is, 
especially now that you have an air atmy; you have prlmar1ly an 
A I r Caval ry squadron. In a roundout unit it’s prlmarlly Air 
Caval ry because you’ re two and one. That causes you to see sme 
doctrinal def lclencles. In the DISCOM slde of the house naw with 
the FSBs, which I think Is a fine concept and Is worklng very 
well, we still have sane doctrinal voids as to what to do with the 
MSB. It% too big, it’s a monster to try to conmand In garrlson, 
it’s a monster to try to ccmmand In the field! While the Log 
Center 1s wrestling with that, we st 111 haven’t seen the proper 
doctrine for the maintenance battalion. We are, right now, I 
think, devoid of medical doctrine. We used to have a medlcal guru 
in the DivlsIon and that was, of course, the Medlcal Battalion 
Comander who was a doctor. The DlvIslon Surgeon can’t do that 
role. The DIvIslon Surgeon Is a staff officer, and he cannot be 
prmlgattng and coming up with the doctrinal expertise that’s 
necessary to coordinate all the medical aspects of the Dlvlslon, 
and I see that very nuch as a doctrinal void, espectally If we go 
into war .” 
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“I thlnk there Is a doctrinal problem right ncIw In the dlvlslon 
that has to do wlth the dlvlslon curmander being a blt blind from 
500 mters to 3,000.** 

*My generation of off leers and their understandlng of the 
operatlonal level of war, and their understandlng of the Air Land 
Battle, our doctrine, Is lacking. We are essentially ignorant. 
We dldn’t have It In our schooling. We never practfced It as 
battalion corrmanders or brlgade cornnanders. It Is fundamentally 
dlfferent. The majors who are coming out of Leavemrth and the 
young lleutenant colonels naw knm It.” 

*tPeople dld not know what the Alr Land Battle doctrine meant. 
They could mouth the buzz words, but they dIdn*t have an 
understanding of 1 t. That’s not surprlslng, because It probably 
takes, for an lnst 1 tut Ion as 1 arge as the Army, when you get a 
totally dlfferent approach to doctrine the way Alr Land battle 
was, seven years for It to Inflltrate throughout the officer 
corps. That’s seven years for the old fuds who are not golng to 
learn anythlng new to move off the scene, and that% seven years 
for the others to go thrwgh the school system, be taught it, and 
pritctlce It In the field, then go back to the school system and 
think about It again. That cycle takes about seven years.” 

1) There are sane lapses between what we’re doing In the fleld 
&dAy’ and what the schoolhouses have been able to pick up on. 
Thls goes to the two Cav squadron, for example. It goes to the 
employment of Army Avlatlon under the brlgade concept, where there 
Is little doctrine. It goes to the employment of the long range 
reconnaissance detachment. It goes to the employment of the 
chemical platoon. All of these things are rlght 1x1~ doctrinally 
bankrupt. But the schoolhouses are worklng on getting that 
doctrine out In the fleld, and I feel confident that they ~111. I 
think that unt 11 that happens, what we need to do in the field Is 
develop a general consensus In the region we’re In, or If It’s an 
Army wlde problem, throughout the Army try to move In that 
dlrectlon and provide the schoolhouses as nuch feedback as we 
possibly can? 

“We have a good feellng about the sensltivlty of the schoolhouse 
to what’s happening in the fleld. The problem i s that there’s 
about a two year time delay back there between the time that 
thlngs get fed back In and you ultlmately see them In hard copy. 
That may 1 ead some to conclude that the school houses are not 
respons 1 ve . *I 

“In the past our feeding systems have been set up to take the food 
to the soldlers. m, under the area fleld feeding concept, the 
soldler has to go back and f‘lnd the food. I’m afraid that some of 
our soldler-s may end up, on some occasions, looklng for food 
rather than it f lndlng them? 
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I1 I al so ment i med to you the dwtr i na 1 concept of throughputt I ng 
suppl les all the way through the corps, bypasslng the Plvlslm 
Support Area, and then going dfrectly into the forward brigades. 
Al 1 I have to say is that we have to be good to do that. When 
they find your unit up in that forward area along the front 1 lne 
of troops, those corps resupply guys have to be good read1 ng maps 
and gett 1 ng down clogged roads, Can they conte al 1 the way through 
and get to the brlgade support area somewhere along the forward 
line of troops In the middle of the night? I can tell you that If 
it% brought to the division support ama by the corps, wr 
dlvislm units, properly augmented WI th transportat Ion, can 
probably get It out better and at the approprlate time, because we 
know more precisely where out units are and what they’re doing. 
Maybe this whole throughput concept WI 11 work Itself wt. 
Throughput sounds easy, but when yw try to execute It m the 
ground at night, In the middle of a rain storm, and that type of 
thing, and the forward 1 ine of troops need these vital supplies 
badly, It mlght not pan out to be as easy as the word throughput 
sounds .” 

“We teach in our schools -- and to some degree in every divtslm 
-- that our Al r Defense Art 11 lery are prlmari ly for shoot lng dawn 
al rcraft. That’s rlght. But who’s to say If the dlvlslm 
corrmander Is glven the mission to take a town or city that he 
can’t mass those VULCAN gun assets to assist in taklng that toulm? 
We don* t think about that enwgh, but that *s a concept. It% a 
flexible way of doing buslness. it’s the same way with artillery. 
ArtiIlerymen begin to shutter a little bit If you talk about 
taking them out of the lndlrect fire role and puttlng them In the 
direct fire role. So we need to teach flexiblllty In the 
utll lzat Ion of weapons systems. The M60 machine gun Is a great 
wwwon, a suppressor of fires, and I t has a lot of punch out to 
800-900 meters. Rut If yw have your stuff together In one bag In 
your dlvlslm It can also be a tremendous antiaircraft weapon. We 
don’t thlnk about that enough. Hav we can employ them In the 
antlaircraft role? The M/A were experts at It. They took the1 r 
German machlne guns and built a simple tripod and they laced us 
twre times than we’d llke to talk about. They were lnnovatlve and 
creative, and they were very flexible In the utillzatlon of their 
weapons. We need to pay some attent Ion to that.” 

“When I went out to Leaveworth they briefed me on the operatlonai 
concept of war. They showed examples of where brigades and 
dlvlslms were doing deep battle. I thought about that an awful 
lot and 1’11 just have to tell you that the way they were talking 
about doing deep battle, a divisim cannot do It when you’re 
talking about going many kl lcmeters back behind the enemy 1 lnes 
and things of that sort. As you knca~, the FLOT WI 11 never be Just 
straight; It will probably have some dlps in it. It’s not going 
to be a stat lc 1 lne out there. Let’s say that thls Is the line, 
here. Here’s the enemy, and here’s the frlendly guys, okay? For 
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a friendly guy to go llke this and get out of his front ltne 
troops but into hfs support, ADA, and art11 let-y, for a dlvlsron, 
that to me Is deep battle. I don’t think a dlvrston has the 
capabllfty of going this way for many ktlaneters. As a matter of 
fact, I ‘m of the bel fef that the f f rst place you real ly have a 
true operational concept of‘war ts at the Army Group level here In 
Europe. If Corps has only one dlvtslon as a counterattack 
dlvlslon, I don’t think they have the capability, either. If you 
have a corps In reserve, then a corps can do that. I thlnk that’s 
probably the lowest level that It can be done. I don’t be1 leve 1 
can do It at dtvlslon level. I really don’t belteve I can. The 
other thing Is the employment of attack hellcopters. We’re al so 
talking that they can go behind the enemy’s lines for 100 ‘kllcks’ 
or so, and pull off raids and things. I won’t allm mine to do 
that. I will rarely ever let mine go across the FLOT because I 
don’t think they’ll be able to survive. I knm they won’t If they 
don’t have mass! ve Al r Force support and synchronl ze i t wl th the 
Air Force and the electronic warfare and all of that.” 

II 
. . My philosophy of using Air Defense Is rruch different than 

t;e doctrine as written. I don’ t have enough Al r Defense to put 
Afr Defense up with each of my front line units. I have taken It 
away frcm front line units and have put It back with Artillery, 
CPs and my cot&at service support -- Artll lery, conmand and 
control, and cc&at service support. The reason I’ve done this is 
that I don’t consider fixed wtng Jets coming up and bombing my 
front line units -- my tankers and Bradleys. If they do I hope 
that’s what they do, because they have nuch bigger, h Igh payoff 
targets, and tf they start putt Ing hard bon-bs against tanks and 
use their fixed wlng Jets like that, they’re not very smart. 
They’ re going to use those in the back try f ng to h t t nuclear Al r 
Defense, CPs, Artll lery and things 1 tke that. By the way, they 
have us so outnunbered in Artillery that we have to keep our 
Artillery Intact to SUrVlVSj we’re really going to be hurtlng. 
So, I’m doing it a little bit different. The doctr me says you 
put them up front. I’m not doing it. I’ve brought them back. My 
people and I are convinced that that’s a better utilization.” 

“1 ‘VU read roost al 1 the manuals. I thlnk that you ought to follow 
that doctrine as closely as possible, and If you’re not going to 
follow it, then you ought to wrltc to the school that wrote It and 
tell them about tt. &st following along and ignoring what they 
say, I thlnk Is unprofessional qultc frankly.” 

“Standardized things save time. It would be Just wonderful if 
kids could tune from the States and ccxne over here and everything 
would be loaded the szune way, and they would Junp In on a gun and 
everythlng’s in the same location where It was in the States. I 
think we need to standardize all of those loading plans, our 
drl lls, and anything else that we can standardize, we ought to do 
It. I think It’s unprofessional not to go by those standards.” 
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EQUIPMENT 

“I had my last meeting with separate battallon camMnders for 
breakfast; I was to leave in a couple of weeks. We were talking 
about our ‘war on the bureaucrats.’ Had we won, lost, or held our 
M? One of them said, ‘Well, we sure haven’t won.’ He mentioned 
that there had been a TO&E change for his unit that required a 
weapon be turned in. Actual ly, it was a signal battai ion and the 
TO&E change required him to turn in two bayonets. Not a big deal, 
but bayonets are counted as weapons. Nc;w, weapons were turned In 
at a point of the other side of Germany, about a five hour drive 
away. He said, ’ I have to send a sergeant and those two bayonets 
over to this place and have them coded, then I have to bring them 
back and turn them In through the system.’ I told him to put thr? 
two bayonets on my desk and that I would call the bureaucrat who 
had told him what we had to do. Well, I got that sorted out. 
That was dti! No one should ever have to1 d us to do sunethl ry 
like that. If it was a howitzer, or a .50 caliber machine gun, or 
something like that, well, maybe we have to hand1 e weapons 1 I ke 
that. But two bayonets? Things like that cause people to do dumb 
things, like drop them into a lake or sanething.” 

‘1 . . The i-t+%+4 1 s a brute. It’s a five-quarter ton truck, not a 
o;e-quarter ton truck. Its unit of replacement is one i+V%JV for 
every two quarter-tons and one one-quarter trail er . You can put a 
squad on a i-lM#V. You can put chemical smoke generators on 
i-WlWVS. You can put corrmand ar’d control in the l-U+lWVs, and 
TOW/Mark 19 on l+WWVs. 50, this division probably has every 
variant of the m in it, and it has just real ly passed al 1 
tests. It’s a superb vehicle.” 

“We held the line and said that we would not accept any vehicle 
that did not meet Atmy standards, and we did not. There were sane 
vehicles that we did not accept. I fei t this was important for 
two reasons. First off, my soldiers could not be led to believe 
or perceive that they were getting second class equipment that was 
not canpleteiy functlonai. That, in turn, would bring about a 
perception In their minds that they were second class citizens, 
and I wasn’t going to have that. We have to be taut ious about 
this transfer of equipment even though sane of it is relatlvely 
new. It, in turn, rmst be in first class condition when it is 
transferred. We worked hard at that to Include having a number of 
teams go to various locations to ensure that these standards were 
maintained.” 

II 
. . . One of the things I found when I canle down here was that we 

had tremendous excesses in the Dlvlslon. I mean over 17,000 or 
18,000 lines. It has taken considerable effort. It was caused by 
changes to TO&Es, by modernization, by t-equfsltloning things that 
were the wrong thing in the beginning, and all those things. So 
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we’ve had a very lntenslve program to try to overcane that. We’re 
stlll out there and we still have around 6,000 that we’re trying 
to get rid of. But because of al 1 the energy that was expended 
doing that, the Division hadn’t tralned that mLlch.” 

“I flnd that we do a great Job at bringing in the new equipment, 
but not so good about planning for the displacement of that 
equipment. We’ve had an lntenslve program for the last 18 months 
to eat up the excesses and we’ve been very ugly about It with our 
ccrrmanciers. I’ve ccme across many cannanders who want to keep 
this, that, or the other and my policy Is first of ail, twice a 
year we’1 1 look at what they want to keep as excess. If one unit 
asks for it, and If one unit gets to keep it, we have to look at 
al 1 1 Ike type units and find out why al 1 of them shouldn’t have 
It. If we let any of them keep 1 t on a temporary basis, we have 
to go In with a change to the TO&E.ff 

“Appearance Is important because it’s pride. I’ll have to tell 
you one thlng that I ’ ve done that wasn’ t very popular. When 1 
cane here, almost every jeep or every other two or three trucks 
had bui 1 t up 1 Ike dog houses on the back of the jeep, or 1 Ike 
bull t up trucks wf th plwod and so forth. It had gotten to the 
point where Just about everybody in the Dlvlslon had something 
bulit up. A lot of them were being used as sleeping vans and 
things of that sort. I’ll tell you the way it come to my 
attent ion. I was driving d<nrm the road one day en route to 
somewhere and I passed one of my convoys which happened to be a 
maintenance wtf I t. They had al 1 these but lt ups and it looked 
like heck. 1 was embarrassed! So I started looklng into it and it 
seemS that al 1 these bul it ups and everything always had locks on 
them, too. Anytime you have sunething behind a lock you better 
look at it. I started golng around looking at this and a lot of 
times nobody could flnd the keys. So we started taking lock 
cutters with us. Almost 98 percer& of the material that I fwnd 
In the trailers was wet, mildewed, rusty, or sanething. It was In 
a bad state of maintenance and nobody knew what It was. Then when 
you look at the bottom of the trailers they were al 1 rusted Out 
because most people had put rubber mats dcwn there and that was 
holding in the water. Recent 1 y, about sl x months ago, I put out 
the orders that the only built ups that I would allm are PLL tool 
trucks, and that’s it. Everything else had to go. I got all 
kinds of reasons why people couldn’t do that, and what they found 
out was that it’s very easy to work and we’ve gotten used to it. 
Now, recently we’re going to a stdndard for bull t ups. One of the 
blggest reasons that I did it was, first of all, people didn’t 
know what was in there and It was rotten material, but it was also 
a safety hazard. If you look at the bul it ups and look out the 
back of the Jeep, you couldn’t even see out the rear window. The 
trailers and so forth were so top heavy with those but it ups that 
they could turn over very eas I 1 y . It was a safety hazard as well 
as looklng 1 Ike hell. So we tore them al 1 off. Just recent 1 y 
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we’ve had units conle in with huw they can but Id them for the PLL 
tool trucks, only underneath the canvas. One unit with mrt 
young guys figured out a way to but Id it below the canvas and it 
WI 11 do everythlng that the old big, unsafe, bulky ones would do. 
Naw we’re going to where all PLL trucks WI 11 be under canvas and 
we’ 11 have no but It up trucks, any n-ore.” 
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PROFESSIONAL DEVELOPMENT 

“Someone made me aware of a I lttle book by Lleutenant Colonel 
t%Donald by the name of Platoon Leader that I read and I thought 
It was a super book for y&my platoon 1 eaders. So I found the 
money sunewhere and I bought a copy for every platoon 1 eader In 
the dlvlsion and issued It to them and told them It was required 
readlng. We tried to make available enough copies of books that I 
think are good for our people to really kna~, things 1 ike 
English’s Infantry book and Rannel’s On Infantry. We tried to get 
those and prollferate them throughout the dlvlslon. And we 
developed our own 1 ittle reading 1 1st for Junior officers so that 
they would start learnlng, thlnklng, and talklng about infantry. 
Then I borrowed another Idea that I had seen In another d iv l s Ion 
one tlme and I have Invited In speakers. Not a lot, but I guess 
over a two year perlod we have had maybe ten. I have full officer 
calls in the maln post theater. I trled to expose them not only 
to people who are very pro-llght infantry, but I have also exposed 
them to some people who are not pro-light Infantry. We heard front 
speakers with sane real mlsglvlngs about llght Infantry. Because 
I think that we owe it to junior officers to make them thlnk and 
to have a chal lenge and to knc~ that there are very leg It lmate 
questlons about what we’re doing.” 

“That was part of the officer professional development class. I 
personal ly taught doctrine and saw to it that It was implemented 
and taught by the chain through the dlvlslon.” 

“The professional developllent of the nonccnmlssioned officer corps 
and the Junior leader In particular, Is In my vlew a program that 
cannot be run at dlvision level. It has to be centered down at 
the battalion or brigade level. It can’t be done In a classroom 
envlrorment, you have to get your hands dlrty In doing It. I view 
that as one of the prlnclple tasks of most colonel and lieutenant 
colonels, and sergeants major and f lrst sergeants. It has to be 
done down at the bottom level . You can’t do It at the top level.” 

“I always like to have leader seminars where you have a chance to 
talk infomlal ly and grow In that concept. I used the technique of 
reproducing certain key articles, recommend I ng or purchas I ng 
books, and provldlng them to the major subordlnate cannanders, the 
ADCs, and the Chief of Staff. Then we would meet and discuss the 
implications of the books and readlng materlals. 
an Informal basls, 

In that way, In 
I was able to get across many of the things 

that 1 wanted to do. As an example, we studled the battle of 
Trafalgar for comnander’s Intent -- Nelson’s Intent to hls ship’s 
captains, and their understandlnq of what he wanted was the key 
factor In being able to beat the French fleet. The technique that 
Nelson had of belng able to trlple hls flrepmer because he 
tralned his gunners to f Ire three times faster than was the norm 
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for the day, allowed him to triple the amount of amnlnltlon flred 
in hls broadsldes. That’s no different than us trying to make 
sure that we can load and fire our tank rounds faster. When you 
can do that, when you get your opening times down and your 
accuracy, then agaln you can make me or two of your tanks worth 
three or four of the enemy’s. Those are the klnds of thlngs that 
we dlscussed.” 

“I found a very obscure book on Patton that had a who1 e bunch of 
hls leadership quotes and tralts In It. We studled that. I 
issued that out to everybody and we read It. We have studied 
leadership In most of the things we do.” 

“The doctrinal seminars we teach about every other month are used, 
not so much to teach doctrine, but to make sure that everyone 
understands It so that we are al 1 tal klng fran the .sm base, fral, 
the silme language. Of course we ensure that the new people caning 
In understand thls. But, our major thrust Is so that we can 
standardize.” 

“We have a leadership program in the Divlslm that requires every 
NC0 and every off leer to be certlf led in thelr unit as soon as 
they arrive. That cert 1 f lcat Ion process normal 1 y takes 90 days, 
but sane don’t do It in 90 days. As a matter of fact, about 30 
percent of the nonccmnl ssi oned officers and about 20 percent of 
the officers do not cert I fy in 90 days. They have to go back and 
repeat certain phases of the certlflcation process. Obviously 
there are some rewards to that. The Cavalry has the award of the 
spurs . Some units award green tabs. Other units have other 
symbols that they use to connote successful curpetlon of these 
certification progrzsns.f’ 

“I found that attendance at formal officer and NC0 professlonel 
development classes, in many Instances, was poor. We found that 
hav 1 ng remedlal training on Saturday rrorning has imnensely 
Improved attendance durlng the week.” 

“Simultaneously wlth a conmanders’ conference we always have an 
OPD session. Sanetimes well 1 have two. For example, In sane 
Instances we’ll have a guest speaker cane In and talk to us about 
ITEP, or we’ 11 have a guest speaker cane In and ta 1 k to us about 
the effectiveness of duel purpose ICM rmnltlons, or we’ll heve 
sctneone cane in and tal k to us about the effect lveness of our 
Armor vls-a-vls the Soviet Armor, but usually It’s a very needy 
and short OPD class that lasts anywhere from 15 to 30 mlnutes on a 
glven subject of lmnedlate interest to all canmanders there. We 
do that at every commanders’ conference.” 

“Most of my company slted curmanders have an officer training 
program In place to include formal examinations, and these are 
those Saturday morning and after hours training progrffns where the 
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captain grabs a hold of his lleutenants, and that’s the klnd of 
school I went through. Every Thursday nlght, the troop camwnder 
and the three lleutenants sat down and talked about things.” 
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READINESS 

“Our readiness picture, In our experlcnce, Is being drlven more by 
equlpment than 1 t Is by tralnlng or any of the other aspects 01 
runnlng 1 t .” 

“The Divlslon had done very well In maintenance. In scme areas I 
found that we were dolng what I considered to be scme durh things 
In order to make our figures look good, 1 Ike somethIng called 
controlled substitutlon: you know what that 1s. So, I told the 
guys to quit doing that. Even If it goes down two or three polnts 
I don’t want them to do that, becal’se soldiers don’t understand. 
I just thlnk that’s a bad way of trying to do your maintenance. 
The f lgures were high, the maintenance was pretty good, but the 
basics were stlll weak -- PMCSs, quarterlles, and those things 
were st 111 not done, so we had to put sane emphasl s on that .I’ 

“My opinlon of readiness report Ing Is that when I got here, 
everyone -- almost every battallun that I had -- was reportlng ‘I’ 
on their readiness report. I dlsagreed with that. As a matter of 
fact, for your maneuver elements -- your Armor, Brad1 eys, 
Infantry, and so forth -- 1 do not think you can ever get to a ‘I’ 
level and sustain that level here In Europe. We are exceptlonally 
good at gunnery. We have the best ranges, even better than they 
have in the States. We’re really qood at gunnery! We are not as 
good in maneuver, because of the constraints that we’re under over 
here. So, unless you can put all of that together in one bag, and 
support 1 t proper 1 y, I don’t think you can ever say that you’re a 
‘I’ Today, after two years of fairly Intensive tralnlng, all of 
my maneuver battal Ions report lflI1f or lower, and I thlnk that’s 
about r1ght.l’ 

“The area where we’re hurting the worst In the Dlvlslon from a 
readiness polnt of vlew is In the cc&at service support area. We 
still don’t have the equlpment, the vehicles, sane of the test 
equipnent, and things 1 Ike that that we need to sustain 
operat 1 ons. We can do f lne In peacetime. I thlnk we could do 
flne for a short perlod of time In a war, but for sustained 
operations, I thlnk, It would glve us some prob1ems.1’ 

“I don’t know this as a fact, but I im told that we’re one of the 
few dlvisions in the Army that doesn’t report ‘Is’ for battalions 
and for the Division. I’ve reported a II ever since I’ve been 
here. Battalions have reported 11s and 111s. I don’t fuss at 
that. I have no problem. Al 1 J do is ask them what I can do to 
help them. I went through an experience when I was a brigade 
carmander . Every month the Dlvlslon Ccmnander brought all the 
brlgade and battallon carmanders to the dlvlslon. Everyone gave a 
briefing, and each one had a blg stack of slldes. Thls day lasted 
about s I x or seven hours long every month, and it was show and 
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tell. Everythlng that could lend itself to a flgure or nurber was 
put on a chart. What happened was, guys managed by nmbers. They 
managed Just to get good nurbers. They had good numbers, but 
their units weren’t worth a dam. So I said that I wouldn’t do 
that, because you do dumb thlngs to get numbers. I got a call 
from Corps one day and they’ said, ‘You have mre vehicles over 90 
days down than the other dlvlslons.f I said, ‘So?’ They said, 
‘Well, we’re a little bit concerned about It.’ I said, ‘Let n-e 
tell you what I can do guys, tcmorraw I can reduce the number of 
vehicles over 90 days dcam to zero -- tcmorraw!’ He said, ‘Oh 
real ly? how do you do that?’ I said, ‘Very slnple, y ou take the 
parts you need off another vehicle that hasn’t been dmm and you 
put it on the vehicle that’s been dmm for 90 days and the other 
vehicle’s dcnm for one day. You can do that forever and have hone 
dcxm for 90 days, but you’ 11 also have a piss poor maintenance 
progrm. f If 
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“The other aspect of maintenance that was not in my philosophy was 
going to the fleld and running the hell out of the equipment and 
dragglng It home; and then spendlng a month trying to get It 
running again. That’s not how we flght; that breeds poor 
discrpline In the leadershlp, so we Just klnd of change that a 
llttled bit, and that Is we maintaln all the way. I don’t allow 
anything to be hauled or dragged back out of the f I al d. 
Everythlng has to cone In on its mm peer even If they have to 
stay out there a couple extra days to flx it.” 

“The lntegrl ty of the systt.m; by that I mean, if the 
soldier/sergeant really goes after It and does it all right, and 
then sane place behind that it breaks down and he doesn’t get the 
parts -- parts don’t f lm or whatever, saneone else Is maklng 
declslons or they’re not processing -- It doesn’t take that young 
soldier long to realize or to think, ‘Well, hell, nobody glves a 
dm, If I’m not getting my parts, why the hell should I be 
filling out these 2404s everyday or every week or whatever. I’ll 
use the same one I did 1 ast t Ime because I haven’t gotten any of 
those parts et ther. “’ 

“Field maintenance in the field -- we stlll don’t have people who 
think of maintenance In the field. The tendency Is, ‘It’s too 
much trouble out here, let’s put It off till we get back to 
garrl son, f and you can’ t survlve that way anymore. You need 
constant command Interest on the part of the division ccmnander; 
the NC, no matter ~CYIN good he is, can’t do it by hlmself. People 
have to km that the old man Is Interested.” 

“1 don’t need that brigade ccemander In the motor pool looklt-y for 
frayed wires under a hood. 1 need hlm to devote this time to 
exercising the judgment to make the program work.” 

“I would emphasize operator training and the develomnt of a 
sense of a,vnership of the operator of that specific piece of 
equ I pment -- whether It’s a generator operator, a soldier with hls 
weapon, or a driver wlth his vehicle -- can pay great dlvldends to 
the degree to which you can pull that off. It will give you a 
great amount of payback.” 

‘50, when 1 have nothlng else to do, I an always normally and 
usual ly found In a motor pool sanewhere. Most of my ccmnanders 
understand and have gotten with the motor pool program.” 

“The blggest problem with maintenance In this dlvlslon, as with 
any dlvision, Is scheduling services. In most cases, PMCS Is 
belng performed. l-lcw well It’s being performed varies on the 
amount of supervlslon and technical tralnlng of the driver. But 
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PMCS Is not In all cases golng to glve you good maintenance. In 
tracks especially, good maintenance canes fran the services. If 
you have good services you will generally have a good operational 
vehicle that wlll meet all the OR standards. The problem that I 
found is that the services were Just not being performed. The IG 
would tell me this In inspections, I would flnd it in personal 
observat I ens, and I would also flnd It In a ntier of vehicles 
that would go out to the fleld and fall. They would spend a 1 ot 
of tlme in the trains areas belng fixed or In the motor pool not 
moving up. So the blggest thing Is to educate mechanics and 
supervlsors on the significance of the servlces.l* 

“You pull services in an Armor unlt, a tank unit, and a mech unit 
by platoon. I found sune units that were pulling services by 
c-any. That ’ s a nonstarter .‘I 

“I would say the second pr tort ty in a heavy division is 
maintenance. I’d like to say that tralnlng is first. A lot of 
our leaders have said training Is first, but If you don’t have 
your people In the right frarrw? of mind, and In a heavy dlvlslon If 
you don’t have your maintenance straight, your basics and 
everything else, you can’t train. If you go out to traln and all 
your vehicles are busted, can you real 1 y t ra 1 n on what you want 
to?” 
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FAMILY ACTIONS 

“As we look to the future In a crunch on money, the CC, has to make 
sane big decisions. You have to make dec I sions as to whether or 
not you are going to have a program to continue m,any of the 
faml ly support systems, and they are ail costly. How nuch money 
you are go I ng to spend in add I t I on to what you have in your F’2 
ml sslon. In some cases you take P2 mission money and support 
faml ly programs. Thi s past year when we got to the crunch t ime, 
around June/July, my guidance was that we would not, In any way, 
default or reduce our family support programs.” 

“First, we are not in the social welfare buslness. We exist as a 
part of the Department of Defense to be prepared to go to war and 
wln. So all our efforts should he aimed at helping people graw so 
that they can handle the responsibilities of being a family merrher 
and of making a posltlve contribution or being a contributor to 
the misslon of this organization. When certain people cane into 
service, they’ re young, they’re Inexperienced, they have a lack of 
confidence, but we should look at the programs that WI 11 carry 
them through that period of tlme and help them becaw conf ldent 
and independent and able to be a part of the cormunlty on the 
positive side. I think any programs that we have that don’t have 
that in their directlon, I’ve looked at and said, ‘Why do we need 
those because there are other agencies available to handle social 
welfare and we, in the Army, are not in that buslness.’ Certainly 
people have to be helped through periods. But It shouldn’t be a 
progran that is designed to keep people on the social welfare end 
of the fanlily help.” 

“Chll d care was probably one of the toughest I ssues because we 
didn’t have the facilities we needed. Of course, the Vice in the 
Army real iy put the hose on that one and we’re bulldIng a whole 
new center now. The problem was that every place where we have 
one nm, it wasn’t built for that purpose. Jt’s spread out In so 
many different locations that the overhead is high and you have to 
charge more than what you would 1 i ke. You can’t keep it open al 1 
the hours you would 1 Ike. That’s a tough Issue. We’re building a 
brand new one and once that’s built it’s going to solve a lot of 
our problems. That was one of the tougher ones. The other was 
the cutback In medical services, or the perceived cutback. Most 
all of my places had dispensarles, at least, that stayed open at 
night. They were manned by medics and PAS and things along that 
1 lne. Then, of course, when the Army started getting raked over 
the coals about their lack of good medlcal care, they closed those 
dispensaries at night here in Europe. At night after duty hours, 
If you have a problem, you go to the general hospl tal . There was 
a percept ion that by going to the German hospital the soldier and 
fanlly actually got better care. They have physicians on duty 
there, tralned people, all the tlme. So we had an extensl ve 
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cmalgn to try to tell the people that we’re not taking something 
away from them, we’re actually giving them somethIng. That was 
hard. But it’s working okay. It was a hard one to get across to 
everyone that we weren’t, in fact, taklng benefits away.” 

“What we’ve found In sane ‘cases Is that these young troops wi 11 
cane over here and go out on the economy to get quarters, and in 
scme cases the quarters that they take are not really very nice. 
Ihe second point is that sanetimes they don’t really keep them 
very clean. You find out al 1 klnds of things when you go out 
there. Sometimes youlil find that there’s drug use or child abuse 
and things 1 i ke that. So in order to assist the soldier and look 
after his weiftit-e, we have a requlrement for the supervisor of the 
soldier or the company ccxnnander, It will vary, to go out and 
vislt them once every SIX months. The caryany commander i s 
required to go Once every SIX nunths, but the supervisors are 
requ i red to go once every month. They have to be a little bit 
careful of how they do that. They don’t want to invade saneone’s 
privacy, but if they do It the right way, and tell them that 
they’re coming out to see how they’re getting along and things 
like that, then it’s helpful. The other thing I’m trying to do is 
to get supervisors to understand that they’re responsfble for 
their people 24 hours a day, not just durlng duty hours. That’s a 
hard one to get across. Scmt imes they feel 1 Ike they are 
responsible only durlng the duty hours, but after duty hours 
they’ re not. I use this a lot tif times when I’m talking to them, 
‘If you knew on Friday nlght ala’ PFC Joe Doaks always goes down 
to this bar and drinks, then take his car keys and don’t let him 
have them that night.’ What I ‘m trying to do is impress on them 
the responsibilities of knowing what he’s doing after duty hours, 
advising him on what he should be doing after duty hours, and then 
looklng after him after duty hours to get across that the Army’s a 
24 hour a day job, and seven days a week. These are some of the 
things. Quite honestly, In some cases when we go to these economy 
quarters, we really find scma disasters.” 

“You and your WI fe have to be very involved. We get into this 
thing where the wife doesn’t have any official role to play but 
there are many family action I ssues in which wives and 
particularly a division and post comnander’s wife can get a lot 
nore done that a division camrander. People will come to them 
many t lmes WI th things that they will never come to the General 
wf th. I have found that my wife has been one of my best sounding 
boards to real i y f lnd out what the problems are and where I need 
to put my emphasis.” 

“I started a master calendar. I started maklng people plan ahead 
and at those monthly meet ings they had to show the1 r cai endars. 
so, we were conn-unicating and we didn’t have two agencies 
operating In the dark, both pidnning a major post-wide activity at 
the Sarlx! time. We didn’t want the NC0 Wives having a bake sale in 

53 



front of the PX at the same time that the Girl Scouts were selling 
their cooklas. We didn’t want to go head to head with the Girl 
scouts. I had learned it before as a camunity commander.*’ 

“We picked a tlme, 1600, and said, ‘On Thursday, when you’re In 
garrison, everything stops ‘at 1600.’ Tt. flat stopped. That was 
family time and people left work. On those days we kept the PX, 
the bank, the ccmnl ssary , and all the support activities open 
late. We enforced It ruthlessly. It started with me. We kicked 
everyone out and we got out ourselves. If the division cannander 
Is there, his aide is there, the Chief of Staff Is there, the 
secretary is there, the driver I s there, and scme staff sect ions 
are going to stay because they * re nervous about leaving. What we 
found after about six months when we talked to the canpany 
ca-imanders, which surprlsed me, was that the people who got the 
most out of that were the company conmanders. They could give 
their people off, but they could never take ofC. They were 
hard-charg I ng peop 1 e . They were young and aggressive, and they 
wanted to do well. As you recall, you can work 24 hours a day as 
a c-any ccnmander and never get everything done. So, whenever 
they went bane, they felt gull ty. Sanetimes they went hune at 
8:00, 9:00, or 10:00 at nlght and dldn’t feel so bad because they 
had done al 1 one could expect. But, 1 f they went home on their 
own at 4:00 to take their kids to a bail gtrne or something, they 
felt guilty about It. So, 1 took the gul It trip off of them. 
They were being ordered to go hone. It was their duty to go home 
and do sanething with their faml ly. We made it a duty 
requ I rement . You have a duty to your famll y Just 1 I ke you have a 
duty to your unit, or equipment, or your men. That’s the day 
(Thursday) you go play with your kids, or shop with your wife, or 
do anything that is family oriented. Now, if you are a bachelor, 
you al 1 get together wl th your budd les and cook steaks or 
scmethi ng. You all do sanething, even if it’s just getting your 
1 aundry done. It was a set time and by enforclng it, It became 
predlctabie. People could plan it. We told the families 

WhLn’Z your husband is not bane by 4:15, he’s got a girlfriend.* 
announced that my first month in the divislon, one of the 
battal Ion conmanders, a tanker, stood up and said, ‘What do you do 
if you have a tank down and it’s 10 minutes until four and the new 
pack rolls Into the motor pool? Do you put It In?* I sald, 
‘Well, here’s your rule of thumb. There WI 11 be times or 
situations where you feel that you trust do something that makes 
you stay late. Ask yourself this, ‘Is this serious enough that I 
would call my soldiers in to work at 0500 on Sunday morning?’ Jf 
so, then It is serious enough to stay and do it. ‘*’ 

“The chain of camland and the housing office need the specifics of 
when the family is going to arrive, what are the ages and sex of 
the chl ldren, bedroan requi rements, any handicap or special 
education requirements, and that type of thing. It has caused us 
to be nuch rrore proactive rlght from the get go. Most of my 
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cca-rnanders w I 11 wr 1 te the 10s i ng conlnander as soon as the CAP 
cycle Is out and either ask specific questlons to the conmander, 
not the soldier, or he will send the sponsorshlp form to the 
carmander and say, ‘Please ensure that It’s filled out.’ We get 
about a 60 percent return rate where that th I ng canes right back 
wlth a cover letter frun ‘the commander. That does a lot of 
things. Right away you have very few walk-in sponsors who al 1 of 
a sudden the guy’s on post and nobody knew about. It . You grab 
suneone on the ‘Hey, you! * detai 1, and say go sponsor that 
soldier. It doesn’t matter whether or not he’s an E-7, or PFC, he 
has suneone Identified, chances are, before he leaves his old 
organ I zat I on. The COHORTS help considerably in family action 
progrwl.s To a nuch greater degree than I’ve experiences anyplace 
else, the family action groups and family support groups are a 
bottan up type of structure, with very 1 I ttle impetus being 
provided by the chal n of ca-rrnand. They are super effective in 
Identifying problems, and in looking out for each other. I’ve 
been blessed with extremely proactlve chaplains. I think 
chaplains are really an inportant resource In soldier care. They 
can play key roles in stress management, suicide management or 
prevention, fatally counseling outreach programs, 011 those things. 
They have played an extremely blg part in them. There is a 1 ink 
In the family care and family support to AAFES and TSA that a 
cannander should not overlook. They do an awfully lot al though 
they are separate carmands j they respond to you on the 
installation and they can do an awfully lot towards the creation 
of percept ions that you care -- what the1 r hours are, what they 
stock, how they service soldiers and famil les. The on1 y way 
you’ re going to get al 1 you need out of them is by keeping them 
informed of what’s going on.” 

‘I The people In the trenches yet rising expectations when 
the; r*ead the Army Times or read sane article that says, ‘Thts is 
going to happen.’ Then when i t comes down to the I nstal lat lon 
level, It’s left for us to do, for us to nwnage, and sometimes we 
can’t meet al 1 those expectat ions that people expect us to nleet . 
The toughest thing for me to do Is to maintain the quality of life 
for the soldier and maintain It amidst all the fiscal and 
personnel turbulence that you nomlully find on an Installation.” 

*‘The sold I er here nafJ has to put down no deposi ts. We even have 
the apartment, trailer court, and real estate people signed up so 
that if he goes to the rental clearing house he does not have to 
put down any noney at all. That’s been a major thing. Of course, 
we had to sell the soldier on the fact that he has a f inanclal 
rc~ponslbii ity and a moral responsibil Ity to t,jke care of his 
debts, and we had to convince the people on the clvli Ian side of 
the house, the real estate agents, utilltles people and so on, 
that we would in fact stand by them, and in fact becane a 
collection agency. We used to say that the Amly’s no longer a 
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collection agency. We new have becane that. We had to do that in 
order to keep the quality of life for our families going.” 

“I had one Instance here a year ago where my engineer on Chrlstmss 
day, when wives called and said their stoves were out, instead of 
call ing In a crew or having ,antlcipated that, told them to go next 
door and cook their dinner. I got. personally Involved in that. I 
had to get personally Involved In because that’s the kind of thing 
you have to be sensitive to. That can hurt you. That can destroy 
all your programs. That one instance at Chr I stmas time can 
overturn al 1 of the positive work you’ve done for six months.” 

IT 
. . . Everybody takes off on Thursday afternoon at 1600. 

Interest i ng, I agon I zed over do 1 ng th I s because once you do I t, 
you can never go back; you can’t change it back. So, I did that 
and you real ly don’t lose any time. The officers and senior NCOs 
are the ones who are working anyway. A lot of the guys are Just 
hanging around until the boss leaves. And 1600 Is only about an 
hour or so unt 11 they ought to be gone anyway. The way they wait, 
around and everything, and the officers take their paperwork hcme 
and work on 1 t anyway, and that’s ok I f that’s wtlat they want to 
do. But what Is did was send a message out to the Division that I 
was i nterested. We changed the hours of al 1 the post f aci 1 I ties 
where they have to stay open at night, and right new Thursday 
afternoon Is like Saturday at the PX and commissary. Everyone 
canes in and meets their husband. When I have all these groups In 
to talk about things, everybody loves Fcamlly Day. Everybody loves 
that, and I didn’t give up that nuch. You give up maybe an hour. 
But the perception out there Is, ‘By Cod, scmebody really cares.’ 
That has been the biggest seller In the whole business.‘* 

“There are 55 percent of this dlvislon who are married. That Is 
more than we’ve ever had in history. This canpares with when I 
first came Into the Army to a married content of approximately 20 
percent. Thl s increase in fami ly nlerrbers has brought about a 
radical change in b we go about supporting ourselves. Th I nk 
about the increased size of PXs, schools, school buses. Think 
about cafeterias and churches. Think about clothing in a PX. 
When I first came Into the Army you couldn’t buy a bra in a PX. 
NM we have nuch of our PX devoted to supporting frml ly menbers. 
You could look at the surgeons evolutionary trend 1 lne over time. 
When I first came Into the Army, each battal ion had a battal Ion 
surgeon that was there to sew arms and III&S back on soldiers. 
Today, most of our doctors are fally practitioners. I he 
overwhelming majority of them are. Look at the nature of medical 
and dental care over t Ime. It’s all changed. It’s all changing 
because of the increased fami 1 y content in the Army.” 

“1 tel I them that the first priority has to be people; that’s 
soldiers and families. If you don’t have your soldiers and their 
families in the right frame of mind, nothing else is going to 
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happen good. That’s an overslnpllftcatlon but that’s about what 
thfs says. You have to take care of your peop 1 e f ram the day you 
hear they’re ccmlng In untll after they’ve already gone.” 
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